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ABSTB ACT 

The argument of this book is that "educational 
reform" will remain an impossible dream until the relationship 
between the public schools and the larger society undergoes a basic 
readjustment. We Americans need to recognise their Interdependence, 
and we need to consider just how long we can ask the public schools 
to change the social order In ways which we as a people apparently 
find unpalatable. The wisdom of changing the social order is not the 
issue, (inly the unrealistic expectation that schools can do the job 
along. Ve begin this book vith an examination of the social role of 
the modern public school in the larger society. Chapters 3 and 4 
examine superintendents and their training, respectively. Chapter 5 
enters the closed circle of graduate training. Chapter 6 explains how 
the discontent with graduate training developed into a special kind 
of training, which we call Superintendents • Network and PROJECT OPEH, 
\nd Chapter 7 examines a "typical** networking session, fie see the 
Superintendents' Network as something of a prototype for a national 
network of educational reform, which would involve mayors, civic 
leaders, educators, and representatives of all the organizations that 
impinge on the public schools and make them what they are. Chapter 8 
looks ahead to the day when interdependence is recognized. 
(Attthor/JM) 
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PREFACE 

Tlu' e'vrnt^ U atiin^ |o th<- Htititjy atul puhlii aJion n{ thin hook hf^ati 
with thf invt^tvt^mrnt c>| tun i>f ihf aulhot^. \f»lan K>tew am! Hif hani 
F<>^t»'r. iti lUv (if-vriopnirnt oj a» appt^Mrii tci rc*-r(ht< atiotu or m^M- 
training, lor tirhan *«itpcTinrc>tHie>ttt«^. Bf^th art- rxprrirnc ril srhoijl ac^ 
miniHiratur^. thf huok il^vM makfs rUwr. \hr luiMirrn ^tipfaintc'iid- 
rni \ re^fftiirrs full attrittii^ri, Mtvn man* htnirn i ha« f hfr«* arc- in ihv <lav. 

rf*^|M»risihiiitv ti*r «*\ptaintn|* the* Siipe*ritit«*niIc*ntH' \c*tH'ork and 
!*H()JK<i'f' OPKN was fiiveMi to Ji»hn Me-rrow, a wnirr tn\ (^htration 
whosf* ({of'torai (iissrrtatiott (»\arnitM*i{ th<' role' of \hv I .S. OWa v of 
Kducation m trarhe^r traininj!, Irirhniin^ the* TTT (Trainiiiji for 
TeMrher Traitie^rsi Pnigrariu a forminnrr (»f the* syste^mati/ed inie-rac- 
tiofi iif the* Su|ie*rititfru{e»n!s' \f*tw«irk. 

Without the* asMstanre- of |)r, Kugene' K. Slaughter. DireM teir of the* 
Oklahonia-Te-xa'* TTT Proje^ct at Soulhi-aste'rn State* Colle'ge*, [>tiratU« 
()kiah«>nia. thi^ h *uk rnuUl uui have- In^rn writtc n. \\V have^ he^tiente-ii 
from the e*«ntoriai ^u|;|ie•^ttons of Harolif Cohe n. Jac k CuiheTtson, 
Norman Drarhler. {.. D. Ha^^ke^w. Harohl Howe II. {;eorge Kaplan. H. 
Thoma*^ jatne^s. Wiitiain K. Smith. Dustin Wsison atiel especially A. 
Bru< e(;aar(!er. J. N\ Hook. Rie^hanl W. IML ami Seymour Sarason. 

Re'^e^arc h inr this h<M»k was maele possilde hy aij^rant frew SoutheasN 
ern State fiollejte Re*!*ear<4i Ki^ttmlation* 

Portiims fif this houk have appeared in Xaiionat Elementary Princi- 
pal, Phi IMta Kappan. Edarational Leadprship. and The School 
Administrator. 
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*riu- an ii!i|M»rtant Iniok U*t att\i»ru' who tatfiotft! in ni*w 
*fii»'i tiun«* rn rthuMtion i^r «-«>nt'fnu*<l ixlnnil ihv ciiM-a^r t^f profe^- 
•*H>riati*^ni. It*- unfMitianrr rr«»iflr'* nut i^nlv in it*» ttrpics or ^uh^tani'f Init 
HI thf tart iliat two o{ its authot^. Kirliani Kti^^trr an<i Kste*>» 
ha%«* bt'ffi atnort^ th^ uui^t f«Mitri>\fr*»faL !nn(»\a!ivf\ an<{ ^inT»>sful 
s<-h«»of ••npfrinU'Ehfrrit- I havr k ^••wru an i^pinion >hamf hy prartu ally 
i'\rr\fmf who ha*» knt>\vn or .yorkrd with thcMn. Thi^y have Iktii 
cnntttivi'jAial prfi isflv ltc*c an*^(* thc*\ havt* hrrti innt»vattv(* and init* 
^lM»k(-n. ati«f th«'\ ha\«* Urru sn« ( c»^sfni Im^i att^e iht^v have* hrrn ahh* U* 
|M>w«*r th« it rh ar ( Mnc rptiiali/arMin?* ami rxplicil vahte^^ with rouragr. 
intf*r|M'i -*onal ^kilU. ami an tnui^Ntiai liritrei* of iatnie*>^s and administra* 
tivf «^i»phr^tiral{on. The\ are* n(»t nits>itftnar> /ealot> or muckraking 
nnnhH«*he\t<U wlu». e ^ptnising iht* \dU'>\ versi«>n of virtue an<f truth, 
manage* to hriphten polari^attmi^ ant{ turn battles inti> wars. They are 
reah<>t<> without lK*ingc*t»ntor;nists. leaciers who lead rather than public* 
opiniim pollf-rs %{-eking to kn«>w what pubiie rni«M{ they shnuhi iolhiw. 

So whe n twt> pe'oph' like these* tc^gether with a younger, ver>- 
ktiowU'tl^t abU* e'ftueator, Jnhti Merrow . lieserilu* the present s< ene, it 
is. n(»t ^^urprinitip that we i^et a bni»k remarkable ior its eatidt»r and 
reeimimentlaticms wlileh. I sliould hastily add, refleet an nn-gciing 
"program" l>ased mi the* roneept of "netwi^rking." Most dimply slated 
(and deM-ribed in detail in later chapters of this boe^kj netw<»rking is 
based on the ///rf that schools interrelate with cither s«>eial systems and 
c<»mnuinity fi^rces, anti on thera/tte that educaticmal policy and prac- 
tic e must involve these tlifferent groups — indeecl to "co-opt** them for 
the purpt>se of bri»aiiening the base of community support for the 
improverrtent id' ever><>ne*s educatic^ttat experience. 

It f<i|lows from these ccmsiderations that a superintendent of 
schiMils can ni> longer think <»nly in terms (>f his schcKd system, i^e. , that 
he has much in comtnon with either superintendents and that to the 
e\tent they ran learn to share with each other their problems, dilem- 
mas, and tactics they in<Tease the chance? that their problem solving 
eff<>rls will be m<>re productive. The aim is not, God forbid, to produce 
anirther guild but rather to use their "network" to implement more 
effectively agreed-upcm values. It is fc^r mutual education, not for 
mutual protectiott or for feathering the professiema! nest. As the first 
part of this Inmk makes clear, atid gives such force to the sec<md part^ 
today *s education for the superintendency is irrelevant to what that 
rtde is in *'real life/* Someone once said that the Beethoven vi<»lin 
concertif w as not for the violin, it was against it. Similarly, educaticm or 
training for the superititetulency is against rather than for effective 
performance. We should be grateful that this Irrelevancy has been 
desciibcd an<l analyzed by <iur autht>rs in a systematic fashion, 
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(M»\i(Mi%K. the* rihirattf»nai f^taf^h-^litru-nt in «>ur uriivfi'^itif *^ t-* 
Hot t«» t\\\^ lMM»k. \m\ \Ur\ c .uhhM iltrit ohirvllnii^ villiri 

arr '^.uiri^ no nioif .irii{ no than f liavf luMti! fnun ('ouihU*^> 
•*uprf inte*ri<ifnf«* uith v^liorti 1 \\A\r Hcptki'd. I'fir frn{M*tot i-* not oulv 
nak«-<{ fint pro|»al>{> ^^uttiTiri^troni a <lrfa«jf<l trrtninai cli^^fa-^f, aihi hi* 
ha<{ iMrrc-r «*tart tfiitikin^ aiion! ivfiat \sr want floni a nfv\ r t ^irne\ Thi> 
i> nhat the* autiior<i» hrip u** tio nith r^f r«-*}nn^U Hiniph* rluritv. 

Thr pr«>hle'f!!»»» iltle'inrna'*'. an<{ »»e»lt-cle-t<'a: ifji practirc*-* cii»»ru^*«fcl in 
thi-* hook an* ni»t pc'caiiai to tUr (irUl of fiiifc ation. Makf no tnUtakt* 
a{»out it, all pro{f-sion> in utir -^ocirtv ^^tiftn froni profV?*^io!>al 
pm itiu'^nr'*'* ami iinpeTialistn uiih hf*a({i{uartr*r*^ in our iinivfr^itir**. 
But f am not i»laniin^ our univrr*ii!i«'«*. TUr\ rfflrc l tfit* larp*r ?*oc ifr\ . 

e* have* alt r(»thtih*i{, tinwitlingly, in pr(Hiu<*in|i th^^ age* of <«pct*iali/.a- 
tion nhii h ha-* re-*uhri{ in many artifiria! <{iM «in!inui!le'> in fUir 
knowie-fi^e* ariei tt*« applif-ati(»ns. We* hnw turi thr rne*niy and it is us. 
Thi** hook j** ahout our ruhur*' anil hou ue it in th<' IwUl of 
fihn-afiim. 

I cannot re*fVuin front some w'(»r<i*<» ahouf an inciiviHual whosr nauK* 
appear-^ from time* to time in tliis thotight-provokifig In^ok. He was atni 
is a feih*ral ''hureauiTat/* wh^m I first met in iy66. He was spemlin^ 
most o{ lu> time traveling areiutui tlie rountry trying: to find ways of 
hreakin^down the harriers hetweeu sehenifs and educators, cm the urie 
hamf, and the* rest of soc iety, on the either han<l. By temperament and 
trainini: (a pn^fessjcina! histt»riant he was not disposetl to accept ecpui- 
partmentah/atjon (»f km^wleeige ami spec iali/ation of practice — at 
least nni lo the peunt where it ohviously adversely affeeied tfu* quahty 
of the educ ttiemai experience. How do you "open Up** the system? 
Hetw <{o you |£et iriterrelated gnnips ancf systems u* fex'iis <m their 
ciunme>fta{itres rather than theii guihl'determinec! differences? These 
were the questions he was trying to get out ein the tahfe, and heing a 
**fed" he ha<{ to he jui{teic»us, which he not always was (to his external 
credits Nfany people were anm^yeei by him. less because e>f his fe>rtii* 
rightne-^s ami nn^re hf^cause of his <*haiietige to tradittemal practices 
and i i mcepts. For examph'. he emce had the courage {o appear hefe>re a 
ceunmitteeof the Ht>usei»f Representatives and argue the point Cm the 
context of a b?iejgetary requests that there was ne^thing special al>out 
special eehtcation and that any program which widened the gulf be- 
tween special and the rest e»f eiiucatton was doing a disservice tei Inith. 
The committee chairman <{id not lake kindly to these ideas (the pen* 
dulum is now swinging the either way)« and within a week this 
"bureaucrat** was given cither responsibilities. 

vi 



.ui«{ ft 1^ riot "^titpn^in^ th.i? i h> {mthf'i/t' a 

f'tirtue't tt(»h lit'turcrt fn« i*«*fi^tr-»«»Mirt.il .ipiit .iiattrf* ant! hi^ ^tiitt in 

N. Hi^fi^u — III*, rt{«»!!i*. hifM'*. a!i<l i Mtn a^if — ha* lift|M»i{ 
rnakf tltt* Imh»Iv |M»«**jiitr. lit fxptr^-iii^ iti\ |tff»»«»nai ^tatitutic* h» tlu* 
aufh«{* t«»t urtlirtj: an itn{i<irf atit ImkiIv— a c-oiit rilM«ti«nr nnt to 
t'iiiK af i<»ft Imt t«> thf litf'tatiut* «ni pi nff^HinfiH [ft mn ^,ic*i('|\~| 
at kit<»^«l«*<i^«* niv appit'i iatiori (»t an rtubattird public* >rt\anf \\\u* 
•*hittf!i{ fakf -••»ia< ttMin thr tart that uliat In* fMU^ht for i* riou "opi^n" 
to piihlii- *rrutin\ . 

Sf\ni«Ku B. SaiaM>n 
Valr I riivrrsity 
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CU VrrKR OSKx l!NTRODl (mOIN I 

iitiai;itir 2r» «?r -rlKMil «>ti{K*titHf*nt{(*nt^ in a nwmi. W hat ate* ififv 
*Uiiti^f NMmI art* \\u*\ talktnii alHiiHf 'Y\u* an-^wfr tft^pt-mt** «nt tfif 
!•< ra^i^ru i»f I otiiM*: i( thf \ arc* a! a ('Mn\fntji»n« lh(* talk tiiav 
(tiffirittt «c !h<«>l {ft»anl tiic*iiii»i*t'>. ot ^r{i(K»t \ ait({ali<*nt. If t{i(*\ liappt'tt tc» 
\w rniollfii iu an i»*»*e»t\i<f rla-**. tlie»\ u\,t\ hv talking ahniit the 
tn«»tnH ti»r*-^ ttiihlr^, ut thc*\ tnav in* ^wa|ijMri|i taf>lf^ almut thfir nwii 
a< aiicnuc pa^t^. V^hfti tht* rotivfr^^ati'Hi luiri* t<» prnffs?*ional iiiattrr**. 
tlh»-i» «»rhMnl ^ti|»rr!nt(*iHi(*n!^ inav t{^*•i•Uf*^ Hav> t>{ ^{H*n«{iii^ h'^^ 
tii»»tii*% lutftt' -IohU . »»t \%«»rkin^ w ith tniiifatit frac hcr Mr^atH/ati(»rl^. nt 
it{ mca^utiMp (*chitMiiMr!a[ prn^rr^»». 

Thit^^r 25 nt H( f{{h>t Mtpe*rintc'n«fc*nts will hf a fairly hfimoj»iTU'- 
tMi*. ^r(»up. Mnnf uiil hv white tnaies, mt»*»t will he* bc»twt*«*» tO and SO 
vrar- iiliK aihi rno-t will ha\«' mtvc'cI a* irarher^ aful prinripa!^. hVwf^f 
thf will ha\r in tfie*ir prfnent inrKition^ for more tliun six or 
-rveii viMr«». ami all will |n» \i\i(i{v aware of their tenncMih htihl i»n the 

hi fai l. ^{tr\i\a{— fioi pet!in;i itrvtittn^l doin^a pout! jiih — will hv a 
popular Ut\m- of (*Mii\er^a!itriu a> the ^*tip(*nntc*n(^*nth ^wap ^tc^ries 
ahctiit t»ther^ who fiave ni(»vei{u»r have heen n)ove<{f elsewhere. What 
happen^ when a ••uperlnternlent leave?* hi* joh'f Most tiketv. he p>es 
<o|({er ami perhaps a hi! wisrr^ to another superintendeney. If he is 
approaehtn|£ retirement age. he may go to a nearby college' of edura- 
tii>n afiti teach others how in "^uperintencl. 

Th*»re a tniHsing threat! in the make-believe ibuf ni»netheless 
reaii eonvc^rsation that takes place in that riHim full of superintendctits. 
\\ hat is missing is a dynamic organizing principle, a mechattism to 
stinmlate personal and firofe^sional gn>wth and to permit the de* 
velopnient of what ought to hv «*alled '^survival skills/' Neither con- 
ventions nor conventional in-service traitiing ftll the vacuum. 

Vte think '"networking" can prtivide that missing thread. We 
tliink ^'netwc^rking" can provide that essential developmental process 
twhic fi wf call, for want of a better w«>rd. trainttigK And wc think that 
**netwt>rking" is a step — perhaps not a big step, but nonetheless an 
imp(»rtant one — toward the rect>gnition of the interdependence o( 
school and st»(*iety that nuist precede meaningful eeiucationat reform. 

The argument f»f this bcM^k is that 'Vducattonal reform** will 
remain an impossible dream until the relationship between the public* 
«ch(»ots and the larger society un«iergoes a basic readjustment. We 
Aniericatis need \n recogni/e their interdependence, and we need to 
consider just how long we can ask the public schtK>|s to change the 
social cirder in ways which we as a people apparently find unpalatable. 
The wisdom of changing the siK-ial order is not the issue* <^nly the 
unrealistic expectation that schools can do the Job ahme. 
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Fac etl with int'cMi>*i^letit >el in^if^trnt demamln. srhiKil nuperin* 
tf'ficient*^ c'anttc»t long survive, the* bctok alxi* arguc*^. unif^^s thev hand 
tc^gftber in Minir* way anci Usini Umk fcir anj-HiTn lo their prc^ilrms 
<Mii?«itie the f'io^e'cl rirc le cif prote^sicmal training. Training— the weird 
it-^ell an«{ all that it inipli»»*<— in part of the problem. Rarely ffoe?* 
prtite*«<«ionai training a<*tnally prepare peniple tor the job; they learn on 
the job it*-e|{\ ni perhaps* in an internnhif^ tn apprentic^'shif.. (We are 
writing about •i^c hoo! achnini?<lralt»r«^ here, but th«M>b^*ervation proiiably 
bohi^i. tor iloetors. lawyers, journalists, and piuniber>J The sehm>l 
superinfenilent who reec^gni/es the inadecpiac'v of his training tnvari- 
al>|v lotiks for better training. Keform Is usually ptanneci in tertns c^f 
**better" training. Both proc esses artiount to chasini*: oneV tail. 

■*\!^ training wasn't ade<piate; please give me better training.** is 
wi«*hful thinking ife^pite its apparent logic. While many eiaiin t<» kni»w 
a g4MM{ •^uperintc^ncfent of sehcKils when they see one. nc> f»ne has yet 
ilev isetl a training pn^ ess to pnKluer the mocleb The intervening step?* 
untaU^t^ «»l the rharai teristic's of good superintendents and then re- 
etutttnent and training U* priHiui e thosr ehara<'teristiesl bc^fuddle the 

welUinte*ntiiHied prt^eess, 

Ambiticius reform priigrarns end up with narrow aims preetsely 
beeau^e thirst- aims are achievable, and even if the programs achieve 
their aims, the prcKha ts are not de faeio better superintendents* A 
reform ainie«{ at upgrading major departments of edueational ad* 
ministration ean do just that, a program turn eapable non^edueators 
into educators can be successful, and a campaign to get minorities and 
wimiem into the snperintendency can achieve its goals-^but none of 
thetn will necessarily be turning tuit better trained superintendents. 
The reformers haven*t escaped from the closed box of training. 

Neither have we. by the way. When wetalkalwrnt training, we are 
Using the word in the usual sense. But we are not pn»poMing a'^better** 
way of training in this Innik. We are talking instead about a "se!f*he|p'* 
process of re-education that begins when superintendents band to- 
gether. Perhaps in our next hook we wilt have escaped that cfose*d 
c ircle. Mere we rec^ogni/e the inadeHfuacy of leforming what is m»t 
appri.priate. and we are gn»ping toward day tight. 

.•Superintendents must band together, but that is m^l enough. 
lEvery superintendent already beltings to a number of offirtal organi* 
/ation^ and unofficial networks. » They must also find a way to re- 
cfhicate themselve's, bec ause graduate sch<»«»ls. in-serviee cumrses. 
ami profe»s^ional wt^rkshops simply do not provide tl*e skills that 
miMfern schcMii administrators must have just to survive. 

The assassination o( Oakland Sc hiwi! Superintendent Marcus 
F«iHter illustrates tragically the truth of our thesis: the m^wlem urban 
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^t*h(»«fl ^tipcM fiif6*{iiii*fif iu Vk\uk\ jnioiuitH a •'tUKwirr* •situation. Ih* 
r** |M»(ilirallv vt*«ti»U* arxl {Mih!trt\ acfiMMitaiftle*. Uut iinf {Miiitii .liU {m>\v- 
f*rtti{; *«'h»Mil» ,ire* a-^ke'd i rtttii'Mftan fhe-v fuivf* tin* ptrnfi arnl 
ititfrnlcTit** fiavf luft \ivcn tnimnl for ihr [Miirticai rc*s{MMtsrl?ilih<*H 
that MX uiUm) •*iipffifit«tiiiffif% rritaiU. Hvfii a higftlv «*apah|f city 
M-hiMil «i^iipfTiiiU*fh{cM)t — wfiii fi \1a!«-u«* K«»?»t<T wa;*— i?* fVhtinga liul<l- 
ifi^ ac tion against «'«»fH{iti«iti*» n\ e*r winch fu* and tlx ^v\u>o\ ^v•^tcru l\ii\r 
n<M'i»ntn»l: {M»\c*rtv . ( liitic. Wru^?*. "white ni|»f;?/* url>an liccay. nuitnc- 
ipai ct^ctlMinlcti, atjil rcfiuc«'i! te'vcmi«'>. Ificrca!*e'ci fjctnatul^ Un a<*- 
comitabiiilv anti ri<^iu^ tc*ac'h(*r aiui ^chcM»l hoani EtiililatH'V put i\r\\ 
pr«>wurc»» on the* ->upe*riEitc(ificfit, who. ^iurv lie* wears the rifi^fitaste'rV 
I ii^tntrtc. oit^ht at lea^t to fuivc the figurative ecfuivaletits whip ami 
jM**!i»l. hi fact, the whip an«{ pt^tol •*eein to be tti other haiuiw. the circus 
tent i** on tire, ami the au({i<*nce is ciematiilin^ a new ringma^^ter. 

\i» r!o*lapltor can niake !}ie* |M>inl as dearU as tVu\ the events of 
Fuesiia^ . \fi\eMiber6. lyT.'i. iti Oakland, (ialiforniu. when Dr. Marcus 
Ff»*»!fr wa^ -hot to ihMth hv etteniher^ o{ the Svrnhiofn'se" Liheiatioti 
Arinv. Deputy Snperintende»nt Kohcrt Blackburn was seriously 
winmth''«l in the *.arne attack. Their a^^^^aiiants. who wer^ arrnc*^ with 
*«h(K^uu'<» ami pi^toU |i>atfecl witli cyanide buHets. later wrote to a h«'al 
newspaper am! radi«» station: '"Target Dr. Marcus Foster and Kt»bert 
Blackburn. W arrant Order: execulnm by cyanide bullet." 

The dynauiie and talented Fosu*r had bet^n in Oaktanci tor three 
years, citirin^ whi< h time racial violetiee in the schools had all but 
disappeared. Before coming tei Oakland. Foster, who was black, had 
b»*en an a'^'^istant superintendent in Philadelphia. 

Why was Marcu!* Fe>ster tnunlere^di* Later statements fnnn the 
Synibit»ne?*e [jberation Arm\ itniicate that Foster had ineurrcfl the 
Sl.A*^ enmity b\ his support of* a photcKidentifii'ation card s>stt*rn for 
the* Oakland Si*h(»cds. ID cards wouhl help poli(*e and s' hoid (officials 
keep nc>ri-students out of the schools, and ncm-students are often the 
druj: clealer^. It mav be that a clitnate <if vitrlenee bad been createtl tn 
Oakland <and elsewhere^ by white •'romantics" aeeusini^ sclnwds of 
••critties against chihiren." b\ blaek revolutionaries and a fac ile ecpia- 
tion of ballots and btdlets. and by our nation's minadventures in 
S«nttheast A»^ta. Accorebng to this theory. Marcus Foster had made a 
bargain with the ruling < lass and was no longer helping his people. 

Vl hate'ver tht* torturc'd lojsie of assassins. Mareus Foster was tiot 
bar^sainin^ with the devil. He was wf»rkin^ harfi to make Oakland 
publie scdtools safe for students an<f teachers, and hospitable for 
{growth atid learning. But Man-us Foster went into the strtiggl^ i»n- 
armed. «ir at least relatively so. At best. ID cards are a stopgap 
maneuver. Drugs are a social problem that the schcM^ls can never solve. 
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not by II) can!?"* «>r drug e<htcati«m courses or any ot\wt step, untesn the 
wurlil «»utsic{e is willing to take other, more torrefiil steps against the 
dvufL^ themselves and the ( omiitions that enrtmrai^e* them. 

Th% romantir ami revotuttoiiar> rhetoric in a prmlurt of our na» 
tional civer^ciepenilence upon srh<rt»Is as agents c>i social ref(^^m. \s 
h^ng as %ve ask c>ur sch^Hils to solve the siH^ial problems ctmveniently 
tumped under the heading "disadvantaged/* the rhetoric will be 
heard. SchooU simply cannot, as presently constituted, do all that they 
are asked tc^ do. 

We be'gin this bcK>k with an examination of the social role td* the 
mtKlern public schcKil in the larger society. The mmiem public schiKd 
is as much a scfcial service agency as an educationai one. We Ameri- 
cans hiipe that ihrmigh the schoi^ls we can tackle our major social 
problefns: hunger, disease, sm'ial maladjusttncnt, misuse of drugs and 
aUohoL ami inequality of t>p(H»rtunsty. 

We also hi^ld schools U> an unrealistic standard of decorum, and 
we tenef not in acc-epf c^mtlict as normal human behavior. Finally, we 
want quality education but are unwilling to pay for it. 

The superintendent is squarely in the middle of all this, nominally 
in charge of a world he does not contnd. Quite literally, the daily 
business of running a schcnd system requires all his attention and 
energy. h*s called "putting out brush fires/* in the trade, and only the 
rare superintendent has the time and energy, whatever his mandate, 
for ref«>rest at ioR» 

But who are the modem urban schmd superintendents? Are they 
all e\-football coaches and physical e«iurat!on teachers? Are the 
superintendents in the cities different frtmi those in rural .America? 
What kind of training has prepared them for the modern urban sch<Kd 
superintendency'r' ( Jiapteis three and four examine superintendents 
ami their training* respectively, and both subjects aie import atti to our 
case. 

We contend that most superintendents are nf>l prepared, either 
by previous experience or training, for the responsibilities of the 
modern superintendency . Almost every American sfchool 
superintendent came up the career ladder: teacher, principal, ad- 
ministrator and superintendent, and it is highly debatable whether any 
. of these roles can be considered training for the next higher post. As it 
w«>rks now, performing well in one po«^ition leads to eligibility for the 
next, but eligibility shouhi not necessarily be equated with prepara- 
tion. Seymour .Sarason has observed that there is nothing in the 
isolated setting or responsibilitien of the classnnim teacher that can be 
called preparation for the princtpatship. That observatifm holds true 
for higher posititms on the career ladder. 
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available* traiiiin^ i!i t*(iuraliona{ adnuniHtratitiri <ic»esfrt *<e(*m 
tf> much lu-ip t*i!hfr. Almost all traitutig 1> pnivnirc! by e\-s(*hcH>l 
al{f!ucti^tratt»r*^ ttirneui ;>rt>ff sM>r-. (ifiapU't ^our alst> i'oru^cs t>n 20 
>far** «»rit*foiin f»rrj:> larni niiuifv* ainl what thf>se years have tncatit 
tf> nuf^l of li^UmUl (b'parnrictit*^* of ethirational a<{ministration. fn a 
wt>rt{. gn»wth. 

(!haptf*r i\\r e*riteTs ihr i loseii cin le t>t' graduate traltiing. Tiiat 
chapte'rV fvulriuf ahuif, in our jnti^niMit« pn>ves the fiee<{ fur a new 
niyani/atttirt for tlie rt*-c*thtea!ion tif stiperinteiitients. The depart- 
niefit*^ t»f ediirational ai{fnini>trattt»n — ex<*ep! the very best of 
them — turn inward by design. Kvsiiperintendents becumie professors 
an«l prm eeil to turn aiiibittous prineipals and teaehers into c ertified, 
e!np!o\abb' ^c'h(M>l HUperintendentiii Anci. as the data show« ahnost 
evervbody — profe;*!*or> and supertntench»nts alike — has been satisfied 
with the* prM<'fH.K. 

A tew were f^ot sati^fieff. thougii. (Chapter Six explains how the 
ibM-ontent bubbled !«» the* surface* ant! developed int<» a speeial kind of 
training* whii h hc* c all the Superintench^nts' Network an<{ FK()JK(!T 
OPKN. ami Cifiapter Seven examines a "typieur* networking sessicm. 
These twi> <-haplers are e^entral t<» tfie l>ook» beeause we see the 
Supf*rin!en<ients' Network as something <d' a :>n^tt>type for a National 
Netwt^rk of Kdueatio!iai Kefornu whieh wouhl involve mayors, rivie 
leathers, eilueatctf'*, an<{ representatives of all the organizations that 
impinge upon the puldie schools and make them what they are. 

Our central thesis is that no w(»rthwhile« signifieant seh^wd reform 
t> pos«%ibh' until it i?^ generally recognized that the hools are eon- 
trolled by and interdependent with other s<i< ia{ systems. Schools can 
be ('hanged i>nly through the intensive involvement of those other 
systems. Further, superintendents must equip themselves for their 
newlv t>olitici/ed po^iitions, and the g(»verning systems whose actions 
affe^et the sehooU, cUre<»tly and in<lirectly. must aUow the schtnds U\ 
participate in their councils of power, h is not enough for a superin* 
tencfent to be capable, if the muntctpat dt*ctsion»making process does 
n(»t give him the power to bring about change. 

ScK'iai ami sch'^d problems are not amenable iu solution by only 
the schiHil board and the schtHit superintendent. Nor wiil the addition 
of cottrses to the curriculum solve great s(»ctal prohletns* although that 
i^ prei'iseiy what has been attempteei in an effort to rechice traffic 
deaths, divorcee, and tirug abuse. (Imirses in ciriver education* tnar- 
riage anti the family, and drug abuse education are small monutucMits 

"'Ilu'V iFP i «i liepartnu'rtt t»r a m Imm*!. tleperHlir^M iliiellv tm their >*i/.e ixml 
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Uf t\\v insutTtoiency of our political leadership, or perfiapj^ to our 
gene*ral ufiwiilingnes^ a(*c*ept tltf ititc*rrelate({ness of i»ur social 
t^vstem. We think the Superintendents' \ftw<>rk antl PROjKdT 
OPKN are steps toward the re-edueation of >chool administrators and 
a readjustment of the relationship atnimg the s€*h(Mds and other s(H*ial 
systems* 

(-hapter Eight looks ahead to the day when interdependence is 
recognized. In that chapter* we discuss a direction for the 
Superinteiulents" Network and PROJKC.T OPKN, we present some 
models for preparing administrators* and we speculate tui the urban 
superintendent o( the future. We call that final chapter 'itnaginitig the 
Future/' and m^t "Predictions/" because there are constraints that 
( atmot be di^»niissed <>r overccune by a book. The larger pn^item is the 
American attitude toward public schfiols. The immediate problem i^ 
the surv iv al of the superintendents. Just to survive, he must overcome 
his limited e\{>erie!u*e antl inadequate training (plus a few other hand- 
icaps). Even before be^ginning that struggle, he nuist disc(ner how 
pervasive the problems are, atui he must learn that tnany other 
superintendents also feel the agony of trying to c<ipe with insurmount- 
able problems and contradictory pressures. We hope this Iwiok can 
move superintendents and good citizens everywhere toward aware- 
ness« and we hope, Uhk that it will c<»ntribute to the dialogue abcmt 
public education in the United States. 
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C:HAI»TER TWO: 7 
THE CRISIS IS NOT IN THE CLASSROOM 



. . . •irhtMjU are nt^t rntMif*>t. *<ing!c**^purpose i»r^ani/.atinn!% 
airneel at inc-iiiralinix >i{^erifif •%kiU?*. Tliev are itUTeasitt^y 
anthittuu^ f »rgatu/ati(U!s wilh eomplex atui ot'trn rottflictttii; 
i'unrtions; they are supposed to in<*uieate vivir virtue, to 
teac'fi basic skills universally, io keep the streets clear a id 
iuunes happy by keeping children occupieni six or seven 
hiKirs a day. an({ to recognize merit antf pnnnote ec|uaiity.^ 

VIV Artiericans cling to certahi beli«*t"s about our public schcnds. 
We like to l>elicv e that public schools are preparing our children for a 
better day, but we wcm't allow much cieviatic^n fnun yesterday. **What 
*vas pmmI enough for me/* we say. We like to think that sch<M>ls are 
neutral and above politics, although they are neither. WV imagine 
schoi»I> as preparation for life, but we don*t want our children to hold 
opinitms and i»eliefs that contradict our own. We Americans want (mr 
(4sfbiren !<• live in and perpetuate our democratic society, but we 
har<fl\ mind that nicest schools deny their inhabitants the basic 
privileges of the Bill of Rights. Ant! we use niir schcnds as entry points 
(or correctifig the ills of the larger scK-iety, while insisting that schools 
remain conflic»t-free. Asketl to be the single most important vehicle for 
desegregation f>f six'iety, scho«>ls are also expected t«» "keep the Iid 
on**: a flstflght on the schind gnmnds often bec:omes a major ractai 
clash in the newspapers and in the mind of the public. 

The social cost of these cimtradictions is high and it includes a 
great toM frc^m the sch<H»ls themselves, and ultimately from our own 
faith in public schcMiling. We expect s(*hcK»ts to be neutral, mm* 
political, unc hanging, modem, and (fuiet. all the while educating i»ur 
young and correcting nnr social wremgs. We use our public schcwils to 
make the present disorder finite, allowing us to imagine an orderly, 
less c'omplex future for our young. How <{eep the roots of these con* 
tradictions are is not clean What is clear to schoolmen is that the role 
of the public* schcKftI is difftcult, and its future unc ertain. 

The isupe*rintendent is caught in the middle. He is bnmght up 
through the ranks: assistant principal, principal, and central office 
administrator. Often he is expc^ed to tnadcc{uate and outdated train* 
ing: yesterday's courses in c*urricutum development, school adminis* 
tration the«»ry, budgeting, counseling, and staff relations. He may 
study *'c«mflicl management," but he won*t discover until he becomes 
a superintendent that conflic't management actually means the sup- 
pression and elitntnaticm of trouble, as far as the general public ia 
concerned. Only when he becomes a superintendent will he know just 
how "politicar* he must be. and how ncm-polttical he must appear to 
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The |>reservatioti i>f s<K*iat >*labiiity has also been assi^^ned to the 
srhiiols. Kiruiergartea* rnmpulsiiry c liucatioii. ami other reforms were 
not dimply a benef Icenee shiwereil u|Mm the multittHie; they were also 
msuram*e that the ('(mntry and the labor market wimld not be overrun 
by a h(»r(ie ni' ilHteratt^s, as non-Enfdish-speaking immigrants ami the 
poor were often presumed to be. The reforms o( the I960*s were 
different in ciegree in that they involveci more children, and were 
different in kind in that the fecieral g(»vernment took the initiative, paiii 
most of the bills, and often tridi to call the shots. Nonetheless, they 
were aimed at staidli/;ing the society, at retiucing social conflict, and at 
stH-ial control. 

ScliooU came under extreme pressure in the 1960*s. The pressure 
began when the Bn^wn dec isiem c»f 1954 began to be implemented 
"with all de{ii>erate speed/* and it Increased with the flight of Sputnik. 
iThat ciarneir for improved educatiem was mistranslated into retraining 
for teachers and curricular reform. ) The rediscovery of poverty pre- 
cipitated a (limd tide of largely federal pressures to improve the lot of 
those who were labelle^i **disa<lvantaged/' Schools became the major 
vehicle for social refe^rm, and the major strategy, irrespective of the 
rhetoric, was to a<iapl the children io the sch<M>ls, not the schools to the 
children. 

The schtnding experiem'e has ni>t changed drastically over the 
years. Today*s fourth-graders are experiencing much the same struc- 
ture that their parents and gramiparents did: erne teacher. 23-35 kids, 
rei ess. tlie Pledge of Allegianc e, and the reinforcement of approved 
behavit^r patterns. Some things inside the sch(K4 have changed* but 
the drastic changes have been outside the school. What goes on in the 
classroom is the schooPs reaction to the public s ccmtradictory de- 
mands and its response to crisis. These outsicfe (*hange*s are translated 
and neutralized — anci thus ma<{e safe — liefore they are acimitted t<» 
the classroom. Schools react to(*lanu»rfor change just as most system^ 
do: by trying t(^ l>ehave as if nothing were happening. 

This Is not to dismiss all reform eff«>rts: some genuine desegrega- 
tiem is oc'ctirring, stime curricular reforms are making schools more 
challenging, and in some places students have a degree of freedom and 
responsibility at least approximating those provided in the Bill of 
Rights. Nor are we saying that schiMils are htipelessly inflexible, au- 
thoritarian, racist institutions. The cliche that "the more things 
change, the more they remain the same" applies to the public sc hools 
because the pressure bewilders the schools. They eicm't understand 
the language, and they dcm't kn(»w how to cope with the sudden 
responsibility for ieaciership. 
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The K\ttm|ile of Memphis 

In the* lant i^ix yrars, the sc hool •system ot'une rnajor American city 
ha*i heen hurt'etnf by the assaj^-^inatHUi of a major (H^Htieal figure, a 
t^rippihtjz rnuturipal strike, a iVtleral <^ourt onier rei|uirin{i massive 
busing of sehiMil chilcirt^n. large scale **white flight** to the outlying 
suburbs, racial eonfrontation, and a rising crime rate. The city is 
Memphis, Tennessee; the muniered leader. Dr. Nfartin Luther King, 
Jr. It cfKihf have been L<^s Angeles, New York, or Oakland, where 
Robert F- Kerineely, Mah'otm X, and Marcus Foster were gunned 
down. But, more to the pc^nt. most major American cities lack only the 
trageiiy of assassination to fit the description. 

Desegregation, murder, crime, dec*ay and the flight of the middle 
clas?^ define* the major American cities in the pui>lic cemsciousness 
and. often, in reality. Those forces are alse> part of the reality of urban 
public sch<M»l ^V'^tems, which feel the same forces, but are even less 
eepjipped for life in the maelstrom. 

Afthitugh no Me*mphis student fired theshe^t that killed Dr. King< 
and althcMigh it was sanitalitm workers and not teachers who were on 
strike^ the schew^ system was shaken by the>se events. S<u too, do 
"'white flight/* drugs, and crime shake and shape the public school. 
Theobviems point that outside events affect the schcMif is rece^gnized in 
imiividual psychology and in civics class- Teachers and guidance 
counselors are trained to look for the effects of domestic trouble, and 
so forth, on student behavior. Ws^ergate. Southeast Asia, the resigna- 
tion of Vice-President Agnew* and impeachment are discussion topics 
in secondarv schools across the United States. 

But they are topics for ciiscussion, nc^t calls for actiem, because of 
the sc»hoeds* facility for ceieding off urgent t(»ptcs. The non- 
politicaI/e*ducational stance serves the classroemi teacher well: stu- 
dents can discuss and debate sencalled ••relevant** topics, but action 
and commitment are reserved for futtside the school. The truth of the 
generalization is pre>ved by the exceptions: students and teachers 
whose {M^lttical ae^tions disrupt schcMiI meet severe disapproval. Public 
schoeds are not perceived by anyeme as pre^perly holding an institu* 
tional (or classroom by classnM)m> pe>sition on controversy, if disrup- 
tion of the scheH»l is a consecfuence. 

Sch<N»ls alsfk perpetuate the individualizatiem and personification 
of e»vents and fe>rces. fn nxK'k electiems students might express opin- 
ions on Presidential canelielates, but never em the schiwd board electicm 
e^r the mayeiratty race. Guielance counsele>rs discuss Mom*s drinking 
preiblem or Dad's philandering, but not the frecjuency or causes of 
alcoholic mothers and unfaithful husbands. 
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Till' mucUi^um '{*< that ^cliuuU arc irrrlfvatit. Uxit ihv 
vahf — t»n that ufiat it — ot }h»l«hii}jL real aihl re'lrxaiit {^re»hh'rn^ at 
a «h*^fatiif nia n«>t fir**»t't\c* it^ prfstMii haii iianu'. Siu«irnt*» ha\f' 
liniitcfi (M»\ve*r rii>rt:i catnpai^n Citianciii^ (»r met a war. atui it tna\ he 
that Mil «nit* -^Txe-d h\ acting a*% it the- (•«>ritrar\ wrrt* true. 

Therf'!f'van« f'«»t puhli<' scfinuU is n«»t the i>*^t«e\ whit h Ijs* iristt'a<l» 
t!if M ht»i»r> afriKtrcrit itiahiiitv tn prnvitit- its <•t^?^^litllt'^t^ with the 
survival skills ot reaciin^* writing* an«i niaiupiiiatit^n c»t tiintilKTS. Yet it 
a iuii\e perre*ptit»n l!»at ^rhi«>U are '*!u> longer ahh* to teaeh/' for 
w heti lathire tt> read bee«unes entiernieUis it is lUfW ). it eati n<» longer he 
treatetf as the (ii-ease. It must l)e eonsideretl a sytnptum f>f att ilhiess 
\%hiih lies crutsicie tfie -^ehonl gri»uri(is atiti is largely heyond the 

sc-houl's l'i»!Ut(»l. 

The Burden cm the School 

(hn {M>titieai t litnate' has nexei eneouragetl direet inte'r\eiitii»!K 
whic h W(»u{ci fttean focMi t«M tht* hiingrx . luetiirai rart* tor the sirk. atiti 
morie> tor the {M«>r. a> the appropriate vehicle for rightitig siK-ial 
wrongs*. Ifj<{ireet interve!itit>n through the s«*htM>l long ago lM*eame 
puhlt<' pittic\. "{'he goal was *V({ual eehieatiotial opptirtnnity/* which 
translateil int«» an «*epiat chance at the starting line in th«' rac«* ti^ 
aehie\e the \nieri<*an DreartK The fa<'t that schools are l>ut a weak 
reflection itt the MH'iety which e cuitroU them was largely overloiiked. 

That piildic pidicv meant a doKiih* i>nrt{en on American puhlic 
sehfMtls: a large ci^rrective futHiion r*hreaking the ptiverty cycle*'> and 
the challenge ti> make gc>o({ on the generally accepted a'*>erti<m that 
s<'hooling was citrrelated with a«htlt success. Kqttalitx t>( Eduratinfial 
Opiiortunitv ant{ lntufunlit\'^ ha\e tried to jar the country t^ut t>i th*' 
< omioriahle hcliet that s<'hofd performance ( correlates highly and posi- 
tivelv with adult surc«'ss. Atid the rmmey to provide the corn^etive 
func tii»n — e.g., a Head Start and A Better (Chance — has never 
matched tin* pnMni**es (»f politicians and policy-makers. 

{)ur concern here is not with the extravagant pnnnises, nor with 
the e-onc lusi«ms «ff ( lolenian and Jencks, hut rather with the (dianged 
political positi«m of the puhlic schools and ihetr superintendents. The 
myth of the ncm-ptdtticai puhlic sehcud is shattered: schools are not 
aiM>ve pi»iitics hut are in the mid<ile of eontrt>versy* and one is 
servi^'d hy pretentfing t^therwise. 

The role of social change ageru y. despite the evith*nce that 
sehiKditig cannot change soc'ial patterns, has thrust schools atid 

•The* ii»r»ifr ti-tialh railetf the r«ileiTijii R<'|M»rt MWr prrrsc ipa! author Jamr* M. 
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M'hcftohtitMi luitif ffiiteT stage. The Brimn tiet'isioii of 1954 ami suhse- 
i|tjent Suptefnr (juut deri-iiiohs Sputnik in 1957 put luiaeetis- 
tH«tet{ |ire!*stire on the •^chcMiU. Less uhvjoiiH Imt equally real is the 
impart uf (iailv. a!nie»st rotitine evetits atui decisions of poverninent 
and inciivitluai e iti/ens. "While llight/* for example, c^ften relates 
tiireetly to parental pen-eplit>n of s<-hool (fuaiity. Quality is often a code 
Honi for rare r'tpialitv schiM>ls" are predominantly whiteK but it may 
retlert {;enuine t'lmeern about disturbances and disruptic»ns. Deseg- 
re^atitm invariabiv leatls to tension (at least temporarily! between 
racial groups, and even isolated in<-tdents are enou^i^h to make some 
whites abamion the public sch<M>ls. Perhaps the kids are sent to private 
mIiihiI: mi^re often the family 'Vscapes to the suburbs/* 

Only latelv arc Americans discc^vering that the suburbs aren*t 
mueh id* an e'^ ape. arnl now st^me families are nu^ving back into the 
citie**. Hut the- p«>int is that the srh<Hd situation — and the public 
perc eptioo of the situation — was and is causally related to white 
movement away from the- cities an<l in the withdrawal of white support 
fnrni ur{>an public sc-hoids. 

It is unfair ti» say that dese^rejiaiion caused the problems* be* 
cause" desegregation is just one piece t>f the pu/.zle. But court-ordered 
de?iegregation of the >chooU has not been acci>mpanied by comparable 
pressure nil other agencies that determine the conditions of municipaj 
livinii. Housing pcitterns and zoning laws have been scrutinized and 
rritici/ed. while >chcM>ls have been summarily ordered to change 
tfirection anti lead the country. kl(*ktng and screaming, into tcn 
moirow\ wcirld. 

The e^ticct of these steps-out-of-step has not been what the propo- 
nents fd ilesegregation expected. SchcMils are not prepared to exercise 
sof^ial leadership, nor have trther public agencies displayed much 
willingne'iH ti» fidhiw. In some places the public* schools have bec<ime 
resegre-gated by race and class, because middle-class black.' are leav- 
ing the cities and the public scIhmiIs. too. 

We are not concerned here with the merits ami demerits of 
lb-segregation, but with the schools and their role in the policy. In 
elc^egregation matters the schtrols have been made instruments of 
national policy. Schools are also shaped by the decisiems and actions 
on the local government level, by budget decisiems, police hiring, 
c•t^nstru<•tion permits, and so forth. Nonetheless, school systems exist 
«>n the periphery of power: they are more decided about than deciding. 
They sh<»uld be partners in the decisions that affect urban living, 
because the>se decisicms affect the schcKils. School conditions — pre- 
sented by spokesmen for the schfiols ~ ought to influence the decision 
process. 
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Srhools arf {Mpiitiral institutions, whioli doesn't mean that 
^rhouhnen art' '*pla\ in^ {Militir^** with Mtf chlhlron. The iiec'tsjons 
at'iVctin^ sc hools are {lohtica! cferi^ions* a!tho(i|xh ihev are often not 
e\[iiic'itlv c nnt erneil with schtiol**, ant{ they ahno^t nev^r affec t only 
the sfhi^oU. That point iutcIh some e\planati(»n: many parents are 
aware of the echa ationa! issue> and the impf»rtant decisions made 
re^tdari\ alnnit the schtwils — the budget, a In^nd issue* teaehers* 
contracts, the superintemiency. Few ci^i/ens, we suspect, have re- 
tlected on the significance of non-ec{ncati(»nal decM^ions for the puhlic 
schiMiU. Vl hen the city council votes mcrpey tf» create an anti^irug 
strike ft>rcc, that decision will affect the sch«K>ls. If the new pc^ice 
group \> successful in the streets liut has not made the schiMils an 
acti\ e partner in the planiiing. the dealers in drti^^s may be driven into 
the >chtw»U. with preilictable results. That is a simple case, and the 
oh\ic»u- U>Mrn is for city <*ouncil-scho«»| ccK^peraticm. The lesson is 
eas> to ilraw, hut hard to follow* 

Stmielimc"* the lesson is not so easy to draw because the ccinnec- 
tton is not ch'ar. (Consider bus transportatifm. Wheti the bus ccunpany 
sets its routes, it dt>es so with maxinut m awareness of passenger travel 
patterns. There are more buses ifuring rush hours than there are 
during the niid-afterntNin hcmrs. The bus schedule aiso determines 
when and hi>v often people can travel. Children generally travel in 
school buscs, while the non-school Imses generally carry people to 
work. Suppose iMith parents work and the father leaves early In the 
morning, by c ar. If the schcM^l bus arrives after the non^schcKd bus has 
taken the mcitheroff tc> work, some of the children (on some of thedaysl 
may decide not get on the sc*Ii<m>I bus. That is iiot an unreascmable 
decision. espec»ially siiu e the child knows that nccthcr parent Is at 
home to answer the phcme. Kvery ttfue that happens, i'tose children 
and the sc hi>oU miss an (»ppc»rtunity, and the school system loses state 
aid. whi<-h is based on daily attendance figures. 

We use the example to make a point: it is not alwt;y easy to 
identify "schotil decisicms'* except the c»bvioUs ones: the {«»idget, 
teachers* contrac ts, et cetera. Municipal action against drugs, the 
schcdutitigof bu <es« and a host of other seemingly non-srht>oUrelated 
decisions and tiims do affect the schcMils. The safest assumptic»n is 
that municipal decisions, large and small, will affect the public sc hcHi! 
system, and the safest course is {o try to determine what the effects 
will be, before the decisicms are made. The observatlcm holds true, 
thcmgh less so, for state and federal acttcms. 

.*^ome readers might cMuiclude from this that, in order to rope with 
this complexity, the superintendent of sc*hoc»|s must be a tirelesR 
lobbyist for the schools' interests* We draw a somewhat different 
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!t»««tifip: Hilli ifi«- tin* roniintiiiifv : Im' nni**! «'i{u« att' tlif fcwn- 

rnunit\ «»n the intrru'latniftr*^*^ o| trMniiripal l^»ri^!^Hl•*. vvliiU* iii* 

( llrarlv . that situation (h»e»sn't tihtain t«M{a\ . Ttnlay'^ urhaii ?*rh«Mit 
•^iiprnntrndf'nt umln tlrt' {ami aU t{ir«'rtil^^^. Hf <M»n«it fum-tiun 
ritht-r a*{MMirt iuiNin i»ri{itiu c{i*4tant ri'Litivi'. SchtMil^n an* in tfu'Vurtcx* 
an({ fi» hr rttri ihr a *^u|M'rint<'iitii'rit iiiiiMt an <'\traou{inar> 

c fnnUiiiatiiKi oi pt^lif ical. fuana^ffiaL roiinminirativi\ and intrrprr- 
M>na! *^ki!U. Xrni \\v mu< \ui\r liie puwrr Itp intltMMU c* tnutii<4pat 
«lr< i*ii»n'< and a«'tii»n«* that will af'frc! the* •^chiM^I^. 

I Nm^^icirr Mrnipiii^ ajjain: m> far. thr Mipfrintrncfent M' ^<-hoi>U 
tfu rr h.f* Hi athi rrif a ra^li u{ rriM'**. Othrr snpcTintrmh'ut^ havr 
tari'fl <*in!i!af pn>hU»fn'* i^iit havr failrif t<> survive. Harvry Srrihnrr in 
N«*w Vf»rk ( Jtv . Mark She tM in PhiladHphia. Thomas Shahrrn in San 
Fram iMo. ami lla^h Si on in \\ a>hin^t(»!u D.C. an* «'ast> in pt^ini. 
Ka<*h ra*r i-* (fitiVn nt. hut ihm' tnir {ftartte tilarly valiil j^rnrrali/atii^i 
alMitit urban M h«M»! '%npf'^intt'n^{<*nt^: thi'\ iUnii la*»! It^iij:. Thr a\t'ra|t«* 
trriiirr uftUv Htiprriritrt!ih*ntH in tlir^tric t^ with tntirt* than 25,(KK) pupils 
Ha-- If-^^than tlvi- vrar^* in 1970. amJ it \^ ^fttinji >h«>rt«T.^ After leaving 
Phtla<i«*iphia. Sheihi iih^^t^rved tliat a •^uprrttitendcrit nercie<{ four year* 
tt» "makr an impart." Manv tUmt ^et that miirh tlm«». l-rnjEth i Irnure 
\^ n«»t tohr «'tjuatf'({ Htfli Mi<'re>s. hut it is a reas«>nahhM cfn«{ltion. It is 
ciiltlc-uh til i{eMnon<*frat«* leafh'*^**hip i! ymi've' hern sent pac king. 

Survival anci SurreK!« 

What i{etf'r!ni!ie* -urvtval anel *^\\t i v%^ in the h^adership of an 
urban public- ^chiM^l *\>tem^ What, for that matter* is f^uvrrs^ f The 
latter iMiglu ti» pfbe\iin<{ negative ch^niiitinn: it n«>t merely keeping 
the h<h»n «»r the avn.cjaru euf raeial e'onfnuitatitm. We thitik sueee«»s is 
Mun«' measure of ^tabilitv atid ^rune evidence of puhlie support of and 
faith in the public- sc hcnils. StabiUty c an be measures! in test scores, 
vandali>m eo?*t«*, absentee and dropout figures, teacher turnover, 
racial enrcdlnietit figures. «»r constituents* attitudes toward the 
•«.chi"d**. The x^tabilitv imh-x might justinably include attendan(*e at 
football and bankt^tbal! games, adult etnployment data, and so forth: 
the more number-^ the better, if «»nly to get away frotn the temptation 
jtifige >ch(K>{ «Htahttit\ by a single measurement. 

The tieterrninant** of a superiniendent*s survival and success 
(jointiy. ni»t ^^^parateU) include an uncertain mi\ of talent, trainittg. 
and -serendipity. If we knew the recipe, we would be writing abfuit that. 
If we knew that John Freeman of Memphis, for example, or s< ime other 
superintendent, was the prototype, we wi^uhl be writitig about him. 
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Hf€'au-'r wr iloti't know thn^v ihiufi?*. H<' arc writittg about taterit« 
rrairiifi^i. Mui tuck. Aiul aiiout ati apprMach tn ic-iraitiinfi that rni^ht 
(••friipfft-i^alf tnr «lr{ifii'rM i»-> iu ituimuii ami talrrit. Semitiipitv is by 
(fe'tlniti(*ii b('>fUHi cf^ntrol. 

Sittvivai. rnc*rc'i\ <»ta\{ri{;i on tht* jof^ \^ not reaUv an irniication u( 
anvthin^. altfion^li •^ontr rcM>*%;i{t>r it e^vificrifc of success aud others 
takf It a** proof i»| failure, '{'he' aiinitnistrat(»r who sta>s may b«- arroni- 
pii'^hifi^ ^re-al thing*«« (»r he- niav hv a rubber stamp tor a sc^fMHii iioani 
whit h ina\ b«* pri^j^re-^-^ixc. riM^ ttmiarv. or rifithrr. \i>r should taibire 
ti» •^urvtvf hr thinight t»f a** a bacf^e oi b«»nor. \o! t'ver> ftrrd supiTtn- 
temtcfii re'prrM^nt*^ thr forrcs of ^ooci brought low Itemporanly ) by the 
<hirk p«>wfr- of re^res-^ion and rat-isnj. S>uie achnlnistrators lose their 
jo{>t» fM-iau-^r tfifv are not t»omp<'teru. b«*<-au^c they are unsuiteii to the 
partiruiar *<»ittiatic»n. ni beiutusr a **«o-wtn** situaticui demands a 
•*rapf^oal. Soinr aritnirttstratt^r** fail to last be-(*ause their training for 
the* job and ^o< ict\*'<» perception of the '}oU are both out of Itarruony with 
the rraiitv. Surv i\a{ in not a n-itabb- indiratot ot rapabilit\. but it is a 
nfr«'«.»^ar\ ri»nditii»n fi»r •*ucfe*»>. 

Talent, traifang. ami sermdijiitx are tfie major variables, but 
w hrre and how can the\ be mauipulatcd? Scrcndipitv we Jise loosely lo 
ituUi'iiU' evcfJts rMit«<^tde the influence <d' the schind system nndsuperin* 
tcftdetit. Vie i\t> not sa\ ""enx in>nnU'nt*' because that term possesi^es 
e\eft If-^-* •specif If itv and certainly less ci^lor. Serendipity is a fa<-t«»r in 
^lU i ry^^ aud stu vivat* but it catmot be niatitpulatecK n<»twtthstam{ing 
thei^ld ciKU'hing di(*tum about making your own luck. One can only be 
prepared for c hane-e cK-currences. But if chance cannot be ccnttroUed* 
neitluM can it explain surv ival antl success; there are certain necessary 
«^kilU. althi^ugft they ire m»t soledy administrative ones. 

Talent i-* something of a c*at<-h*aif term, to ettver charaeteristtes 
whicfi are not thought of as being ac-quired through professional train- 
ing, such as ieaciership ability . intelligence* courage* vision, and integ- 
rity. K^'sentially* talent is t>ur term for the clay of whieh we are all 
fashiom'd. It can be manipulated most easily in the se|e(*ti(m proeess« 
when sch^nds of edueation chi^ose among candidates for admisston am! 
when schtMd boards piek superintetidents and cither admtnintrators. \ 
process insuring more informed judgments abcuit those entering train- 
ing has long been one goal of refonners, as we shall see* svIumJ 
boarifs willingness toscdeet for superinte^ndencies those whose mettle 
has i^een tested elsewhere {that is* in settings unrelated to edueaticml 
is an important and intriguing possibtMty« but it is of little value to 
cTist*«-l>eset urban scdiiMd <{istricts. 
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If ^e^rrmiipitv i<» bf>otul out t «>t>tn>L auti it itrinipulafioti «>t the* 
taktit variaMf {innniM'^ no j*lie>tMrrjn lirnHlls, tha? ^l•avt•^ only 
training— tneMfiiiiji pn>i«^'**'hinal pn*|>aralinn. (hir nwn fxprritMUT is 
that rmii-h pfc»|iNM«n!a! irainifi^ in c'«!«<Mtii>nal uclminislrattiin h in- 
a«i«-iiuate. a?* it pmUahU i> in e^r\ tifld front law tnchc^tnical enjj;inrer- 
in^ to ps>rh«>fht'ra|>>. S«ntM* jnoff^<»ional training is pn»hal>(v <'ounter« 
prff(!ui'tivc% Irarnin^ that nni^t hv ••unU*arnf«r' on thr job. But training 
is in f art ihftmlv signifu ant c-ntry point for influtwiiigthfht'havii^rof 
thf ^c\uH%\ ^up«*rint*'n<fe'nt«* ntn\ on the jt»h. Bftter training might 
in« rfa«*r th<* *u|ifrintrnf{e*nt*s c hances fi>r snrviva! and siiness. 

Proic'^'^ional preparation is usually eategeiri^iHl by time ant! plaee. 
There is pre-^rrviee training, at the university c»r eollege cif ediieation. 
ami therr i^ in-^^erviee training, available at institutions n( higher 
learning anil a uumber of other plaees. We will have a giMicl tieal to say- 
about the pre-^rrviee training »if adtninistrati^rs. The gist n( the argu- 
me-nt i«* that pre-^erviee training ought not to harden the c lay of whic h 
we are tormeil— but it doe-, in im»st eases. Colleges i»f edm*atii»n have 
a near m«>!H>pi>ly on the pn^fessional preparatic^n (d*admimstrati»rs. but 
we have some niodest antitrust aetion in mind. 

ln«M»rviee trainitig i^ nobody's ntom^poly. There are eategoric^s by 
time and type, and the-re are ventures which defy eateg<>rizatt<«u 
Trainingean mean the«^\posuret«>new knowletjge. thepraetieeof new 
behaviors based on new knowledge, or something akin to reading* 
refleetiim and ^elf-e\aminati«>n. f n-serviee training ean «K-eupy a sab- 
batieal year or a few wc-e-k<»nds. the summer mcmths or erne evening a 
week. ( [orrespondenee courses are not unheard of. and scIhmiI dis- 
tricts giv»* courses tluring released time. The structure of the experi- 
em-e varies, ion: h^eture, seminar, workshc^p. reading at home, and 
"bands on* training. 

In-servic e training has at least its share «if charlatans atui fools. 
Administrative re-siHinstbihties leave little free time for serious, sus- 
tained in-servic e training or for reflection, and the hypcK-risy of the 
caret-r la«{d«*r in teaching encourages breezy, incemseciuential in- 
service courses. As long as salary increments depend upcm tn-servtce 
credits. (;resham's law will appiy: the easy courses will Tdl up with 
teachers ey«*ing that one opening in acbninistration. institutions will be 
led to offer more easy t cmrses. and the more challenging courses are 
driven out as surely as bad money drives out gcMid. 

ffWkshifiK the cfimmcin term to describe in-servtce training 
adtninistrators. defies strict definiticm. Its ff»rm is probably limited by 
the constraints of working conditiims (meanitig weekend workshops 
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thirtti^ tlit» •^t fiuul \i\it\ atiii Inn^rt %mv^ (hiring tlit* i^unnitiTt amf by 

i \ \> \^ \alM»ria! V< a«t«MHv Uh >« *tool K\fc utivf«*, nhic-h cipcTato S(> 
tfi N> HMtk^ltMp*^ pff \eMr. \ar\in^ in Ivu^th iroiu c«ie» tc> flvt* <{a\>. 

nii-»tni>i I arriT rcitK atiuu pni^irarri**" unci "IM'BS: Sfftin^ prioritii*?* 

It otu hclict thai !.»rmal in-«*fr\irr tcainin^ f\peTie»iif'f> for 
^u|iff intrncirrif^ eaiui tfachriHi •^hdiitd |m* part iftrir job <b*MTtptiori 
and ie**%|Mrrt*«ibilii\ u.c. citi ruinpaiiv litiu*!. Salary irHTt'itU'iit** a^ rr<* 
v%ar<i«» t<»r trac lu^r-^ tor iu-M^rvict* trainirii: re*prcM*nt an rvij that i^bouid 
bf ab<»!i*-i)t*<l. 

Mi»f e'MVff . \\\r rtmtrut AUt\ fotfn of the* {f*aniirt^ «"\prri«»n<*f' ought 
to l«* cif-rifirtf b\ wba! ^iipe'rinfrnciriit-- twvd and wan! to kmm an<l 
what th«"\ t an a-**itnrl;tttv Thfir *m-the'-;cd> «*\p«'ri«*n<'r*» havr to {W<f 
itito tht* hstrrnfig procc**^^. »Mni tbt* iiMrnttig *»{rurturi* ottght to br an 
f\t«*n'*it»n i»t thi' '*tipc"rtntfrtd«"ntH' r«'aht>. Snprrintc'iMb'nt^* arr aUo 
rnttticsf Xi* "rrlfvant" U*arrntig. 

fn*M*r%irf' trairun^ \Uv onK rral opportiititty lor inttTvc^titiint in 
?b«" pt'rii>rfnan« <" of *»up(-nnti*tiih*nt*» now on tin* job. Si*b'(iif>n n( 
"bfltrr" c'atidiiiatr*^ atni "l>«»ttrr'* pr<»-srrvue» training wiU iniluetue* 
•*rheMd c!i«»trt<i«* war^ ihm n«tH . if at all. brcati^rof thr re*vo{vmp door 
that tlif sitpfrititfnd«nM"\ ha«* he-rtmir. Turnover high, we have ^een, 
with ihr avfrag«' position la*%ting Iv^s than five \ear»i. But the rate of 
exit from the profe>*iion (ni^t the Hpeeitle '}nUs\ in hw. That ij*. most 
•^iiperintendrrtt'* whi» lea\^* onr joh go right into another, leaving very 
litth* r«»iifn for new< onier«». Sf'hoi>| df«i^tri<*f (*onM»liciation fia*^ rerhieed 
th(* ntnnbe*r cif •^chiMiI di^^frict^i* which in turn reduces detnand for 
*»uperint(*rif{etit*». Vbif blowing dowfi the ratf nt ehange t*^ the low 
turrio%r*r anic»ng lowrr b-\e{ acfniini^trator*^: rt ttot uneommon for 
a--«*iManl •superintendent** to npefid their entire eareer?* in one distriet. 
I'hev caruiol or will tiot ebangi* di**triet**. and often they become* 
barriern to educ*ational change in th«» di?»trlcl. 

Present in-**«*r\icr training ntay fiot i»ffer rntich tnore h«>pe for 
reform than in>pr«f\ef| •selection t»r better pre-!*ervice trainitig. be- 
cau*se. unfortunately, the iti'^^service training i^ fliHtingui^heif only by 
it** removal frorn the •superintendent*** daily experience. That experi- 
rncc« howeve*r. i** tlu' founttation upon which ^eif-ktu»w*tec{ge atid u 
tu'w **et n{ •skilU niu**t be latift. 

J'he normal in-»^ervice ni(»<{et a|»pro\imate«« ingestion and regurgi* 
tation: the trainer tejb the •student*^ how they *ihouhi behave as i^vhtml 
atbniniMrator*** in ?*etting up tnodular >*che(hititig. creating PERT 
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I {tail«^. or ar!ii«'itti^ cliff eTctitiaU^ii ^tattuig. diu\ tUv iraitifi's rrfiur^t- 
tatf nhat tlu'V h.wr if artifif. Hh- i uiir-**' <l«»f »«»t a>k lli< rn t«» hrliavr 
iltffWfutlv, diul \hv teai'hiii^ ftirtliiMf rriiir«nc#> ihv c*u^tomar\ br- 
iia\ un^. 

\\f thifik a rii«>n* apf>n>pnatf> iMiMlrl %lioulc{ approxifnatt' iliV**?*- 
turn, tint in|£«»'*liuii-r«*^nrg!talMHi. VI r think that ihv trarniti^ f>ro«»f>s i^ 
€'c*titral to thr rf-«-iiui alion cirHUperiritendeiHs. Lrarnirip always takrs 
p!a<'»* in a social •^e'tf in^ anci in tiit* heaiNt>f'tii(iM> inv<4vrii. For iearnini: 
lo iM*rtir thrrt* nuiHt br itttf*rartion anioii^ iho^r (!ifTrn*rit p{*op|r in the' 
sfU'tal ^fttiftii: atttl within fach (ifa<{. 



Three Variiihle^! People, lrtformation« and Pathway^t 

fnni thrt^r vartabh*^ in the* b^arniu^ r<^itnatton. and rach is 
«»tiM*rptibU* to nianiptiiatiim. The ftrst variable i*-^ the penpU> (aetttaitv* 
the %>-te!n'-> invoUtMi, raHed. in the lan^uagr o( grnc^ral s\?*tems 
the^ciry. the "rifMh"-" oi 'Mernu!iaU/' BetweiMi those terminals flow 
information, faet*-. ferlinjxs. amf <!ata» whieh are thest^i onii variable. 
TUv thin! variable is the linkage's, pathways nUmn whieh the informa- 
tion t1<>w-. rraiiitionai sc hnnling c onsists of a t>ne-way fl<m of data 
alon^ thr trai{iti(»nal pathway, whic h we might t all "brain to brain." 
More than that happens, of ronrse: professors are aware of students, 
rntotiotis ate invojvecK and more than data is transmitted. The tradi- 
tional model itself is uoi stnirtureef for two-way. three-way and N-way 
evehange^. f«^r the aeec mi modal ton of feelittgs and {w^reeptions, or for 
ftew pathways. 

(riM>d itk'^^ervic'e training for superintendents shcuttd not tell them 
imiv nhat inforMation the> neect. Thr horning priK e-^s c>f the training 
i- more important than tnere information, beeause the proeess ran 
|eai{ to tnote and be'tter interai ti<m among more nodes. Thai translates 
to me^an that superintendents will end up in networks with each other 
and with mayors, poUee chiefs. < ity < tmneils. and eitizeuK. 

U ail s»uncU a bit stieky. be<-ause aith«»ugh tieither networks nor 
prores% are n«'W ideas. pr«»ee«.s is a eliehe by tiow. populurt/ed and 
bastardi/et{. To some it may mean toueh-and-fee| sessions, and the 
ab-enee of ^ubstanee, but its iruportanee is well known and 
floc utnented in the field of organi/allon c{eveh»pment. VIV are saying 
that how sit(kerintendents interac t, atld w tth whtmi. are factors cruc ial 
to their survival and succ*es-. 

The term nt*iu of A w hen applifMl U> itfdtviduals and organi/atitms is 
easy to understand. We are alt irivolve^d in networks of <lifferent kinds: 
neighbt^rs are rcuinected by common interests in chihiren. safe 
stre^ets, garbage collection, atul fences. Business c*t«nne<*ti(ms are 
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another tietwi»rk. as are' tM sfhotil lir;* and potitlrat interest gnnipj*. 
\rf Hf>rk*^ ina\ l>e tunna! «»r inf^rrnaL fenipi^rarv i»r relatively pertna* 
ncnt. They fac*i!itate the (It^w of* inf'ornuttton. ht*lp k<'ep un adjusted to 
••fher-^, dtu\ geiu»raily -^rrve to stahi!i/e our lives. "NetwtirkJng/' it 
turns out. ha^^icatly old wine* in new lM»itlr> in the se^nse that it means 
more* interacttt^n anci more* int'orniaticMi e*\( han^***. But networking, as 
wt' nwdix to use the* te*rm he*re, alsii rails for systematizeti, more 
e*rtleie*nt inte'rartioU'*. wlue*h tmpjie*s nvu l»eliavi(»r <»n the part of the 
*upe*rinte*n«h*r!t. Se*{i-<*on»ic-ious ne*tworking i- not the same as neijzh* 
httr^ nmu*i\ hy garhage, for the tatter does not re^piire new behavior. 

Superinlemients already be!«>ng to networks, of <*ourse. I'rhan 
M*hoi»| Huperinteniients are likely to know eae*h «>ther and to ke<*p in 
tourh thrtMi^h the ( iouneii c>f (Jre^at (!ity Sehools and the AASA annual 
ttieeting: the\ **c>nu*tifru*s meet when testifvinic l^efore eongre^ssional 
<*«>mmittee-». \S e take the positi(»n that a st*h<K>l supenntendents' net- 
work of the kirti{ de*s(Tihed in this hook <*an provide the si^nific^ant* 
rtmtinuou^ in-M*rvie«^ "training** that he*yond the seope of the tra»i« 
ing ni»w available'. 

We have come to this (*onetusif»n indiu^tively, gradually, even 
painfully. The ne*gative* «>hse'^rvation that pre*sent profe*ssional training 
inadecpiate c»nly make*s the v(»id palpable: it does not fill it. Killitig 
that voiil renpiires a new understanding u( the sch^Mil system's in- 
volvement in the potitieal sy^tenu new interaetions with the outside 
ft>rrt*s that ttnpingj' up«>n the sehcrols, af!c{. ultimately, a new role for 
the ?*uperintench*nt as a pcditieal figure*. We have hee*ome eonvineed 
that there is a kinc' *'pnwess for superintendents that ean enable them 
to brittg abtuit a re-^djuHtment of the relationship betwe*en public 
educ ation and the larger scu iety. That* tn the* l(»rtg run. will amount to 
•"edurational re*form/* 

K<>r over a year now proeess-orlenle^d training sessions of this sort 
h^ve been eondurted under the auspic es of what we eall the Superin- 
tendents' \e*tw<irk, which has fecteral support without federal direc- 
tion. Of t'ourse, federal support c»f echieaticm is neit new, hut it is 
n«>where tiear as widespread as most pe*ople imagine. The federal 
share of e-duc aticma! expenditures in 1972 and again in 1973 amounted 
tt> little m<>re than right per cent; that is, over 90 per rent e>f the mcmey 
spe*nt i«i pui»lie edueatiem eame from state and |o<*al sources. The 
Superint«*ndents'' Network, which is under the umbrella of a modest 
experiment in e^ducational re*form called PROJKCT OPEN, accounts 
for but five-one th<>usandths <.005) of one per cent of the federal eight 
per ce^nt. It is built on a heahhy tension between Washingtcm and the 
superinte ndents: the mcmey isfederaK but the decisions are hical. The 
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Oftu'eirf* Ktlui atiou {»rovu{c*> the horse, but tlie reins — amh therefore, 
the «!e?*lination — are in the^ haiuU *>t" the stiperintefnte^rits. 

Kurtier t' h^ral atceiupts to bring about ethieationa! refornis were 
tttoreatntiittous. Divicitn^ up the pi>werc"tna\inuitn feasible partic ipa- 
titur^ and creating new power groups were often intpottant tten^s on 
the federal agenda. Not s«> in the Superintendents' Network, whieh 
enliHt^i people with power in peer-group relationships. There is no 
requiretnent for "rnaxiniuni feasible" anything. 

The M»eial et^ntext whieh made something like the Superinten- 
dents' Network neees>arv i> an histort<*a{ aeeident. Anieri<»aMs expeet 
the impossible from their pubUe sehotds. and the superintendent is 
held aec'ountable when the impossible does twi happen. As the rate of 
>orial riuirige aeeelerates. MK-ial systems and indivi<htals must also 
ehange. The natural tendency, however, is t(»ward "dynainie 
etfn!*ervati>fn/** the aetive (aetually reartiveJ efforts of individuals 
and syf^tem** ti^ resist ehange and its effects. Publie seh<Mils« graduate 
sehcKiU of edue ation. and ^supe rintendents themselves resist ehatige. 
of eottr'^e. and f>ftentht*handfuh>f people wi^rking for ehange find their 
reform attetnpt^ subverted. In efTeet, th«' nieire neeessary ehange is. 
the harder it may be to ac hieve. Superintendents, b^ ked as they are in 
the eitisei! eireb' of educ'ational administration, are part of the proli- 
lem. 



*Th«* tft m i- troth f huuilci s,.fj,,{i\ Hv\nftd thv StttUlv Sttth\ S#»e l»th!i(»^ra|»h>. 

* UdMii K. t.uhrrr* ">i»e*».»[ Kvpftltnrnf- i^tth S<hiM»U: What Ma- He'fri I ♦Mm*'ii?** 

2\ Thi',ju?hor pt'tit-nni-U tiuulr .c Wntft thr iPupmuAtr |m!»lt^hiv{ ^<MinM%ailahl(- 
!»• t»-. 

iKr.r \\S\. 197!, Tht» rtHM mtt*rr«»t»(i|£ thiri^ alMiiH that >tall»*tif If* that iitoM 
«ii|»(*nftt»*n({rfU% if! ouf acqttairitancf* liHifVf that th** rfrrr*Tt tl^^rr k 'X\ tmt\th< 
howf^rr. n*» »»rir ^fprn** to km»H lh«" *i»uri*e* «»f th** •»tati!*Eie. 




CHAPTER THREE: 21 
EVERYTHING YOU ALWAYS WANTED TO 
KNOW ABOUT SCHOOL SUPERINTENDENTS 



wa«> rallf*({ cut of all iEnpi»rtar:t rne'eting. He* cxpiaiiu'ci th'^t not one but 
thrff iirj;e*nt prul^lenu ha«l ari>en. One enrireTned <{rvfl<>|un*»nts in a 
{au^uit in uhi<-h a ph\*»i<'ai eM{u(*atic»n te'aehrr \m{ hern c harged with 
hontic riie tor alle^niU ton ing a ^tii(!c*nt who eouhin't swim to remain 
ill the '^wirnnufi^ pool. The *»tinjent ilrimne*«l. The superintendent 
nitteil tfiat the ea>e wa** only one oi'f»ver I(M> in wliieh he was then a 
(ieteneiant. 

Tfie M'l-nnif prol»h»ni in\i»!\e*(i a >hcMttin^at one of the hi^h schools 
that tla>. \t vet another hi^li sehoo!, thepoliee had jtist seized a large 
({tiantitv tif heroin. 

I nfiiMihtefilv that was not mw ofthe superintendent's better efays, 
tun wa-* if tvpieai. But hanUv a day pK's hy in an urban sehi>o| system 
w tthtKi? Mtme siirnitleant upheavaL and every superintendent knows 
that the only eertainty is that problems will iKVur. scnmer or later. 

How dti superintendents cope with a worht in whi<»h violence, 
iiru^^« and lawsuits are inevitable'^ (Ian they foster learning and 
gn>wth amirNt the ttis«>rder that is so prevalent in the nicKiern urimn 
sehoitl ^vstem f Wfiat ran they do in the fa<'e of the kmtw|e»dge that the 
disorder is i^eytmd their eontrot'^ 

Him\ for that matter. <ioe»s one get to be a sehoid superintendent? 
\X hat i{oc*s a •superintendent look like, in terms of a statistical pri»fi{e? 
What is his bac kground. and what kind of academic* training has 
prepared him for the chaotic mi(*rocc»sm that is the modern urban 
scho«d svste^m*'* 

Most of the basic information on the background, training, be- 
liefs, and attittuie-s of the approximately IS.tXX) schoe»{ superintend-^ 
rnt^ can be reduced to a cliart or two. and we have cbme just that* The 
**chart i^r twi»" is a<*tua{ly one table, found on the foUc»wing pages. We 
have some inf(»rmation that doesn*t lend itself to charts and some other 
itiformation that we would rather trust to our prose* 

The thrust of this chafiter is that, while urban superintendents are 
different fnmi their non-urban colleagues, both gnKips come up sh(»rt 
when grasping for answers t«» tite complex pniblems n( running a 
schiMd distrtt»t» whatever its size» Both groups need help. 




BEST COPY AVAILABLE 



22 The I'rbatt Sch(H»l Superintendent of the Future 

The < hart: 



>{ I'KKIMiAhF.M ' 

>r\ * t ttialf 

Subtr< t taught 



" .If 

({c*tti \ 

* iirmtt -^ahirv 

' F who havt' ftrfti 
, '•ti|n*nt»t«*uHfttt «»- 
Id tnoir thatt "itf 
^tatr 

Hith Ma-te f*- a- 

' f Hith tftit li'tatf 
ftiafitf 

{^ratliiau* •^lU'fv 
' r triutt f uia! aM\( 

■ I Mtal v«Mr». in 

f » af**»T 

a^atd 



W.I 
98. 7 
^ atu a*»taEi 



^ ^ , . — I 

( .aura«>iait ; C awra-iatt 



^ 



*»ri»*rM f. rnattu i»r So* , •»! i.. Knf». i*. fnath. 

".JM . ».tiN. ; Prarna. jottrnal- ; oi ••oi . ^ttin, 
t-rtt. of tnatlt 



: K 

8^.1 



28 2 
.i8.H 

io.l 
^L7 



h.»{tn .. Kts?:.. ot I 



21.1. 
i2.V 
<«K2 



2:il:< 
S*^o22 

S,"<(KU2I 



._.^'L , 

Ktlttt attofi I 



28 ^ 
7.2 



Thc're is tjo siit^jf' point in the cMintintnirn of s< {inof <{istrirt ^i/A' 
wlu'tf urban lK-^in> ant! fionMirImn rmfs. The cate^^orirs overlap, but 
they are distinet enough for our purfH>He s. A HUperintetuierit with 
20.{XK) pupils n\a\ be gre^atly eoneerne<{ abtntt MK'i<>-c ulturai fertnent 
whereas another sefiool f*uperinten<lent with 35.(K)0 pupils tuay be 
oblivious to the issue. Size does not explain ferment, or the schcK^l 
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^upeTinffrulfnl'*' t «>n<'eT!i i»r unciincfrn. But it ifinains {^rnrrallv an%i 
liratnafu allv at c titaCc \\\dl ^'ur « «»rrrlatr'* witit M»me Usues, not with 
iitluT*-. I riian ^i hin^K arr t{itf«*t nit. and th(*ir MifKTititrtic{rut> ktn^w it. 

Some Sitntlaritie!* 

TheT<* all- itnl\ ^li^Ut i{i((rmu r> anioii<: url»a!i atui fic»ti-tirhan 
m |i«mi! *.iipeTitWftwl«'t)t*» in *»c'Vfral fatf^orie-^. The* nsfnvhe'^ifnirt^ ina- 
joritv «»l ail ••u|MTint»-fi«ifiit> c-tui>iiifr ^.t houl tniaiic e thr fnajnr i^Miv 
ta< ifi|A f»uf>{ir rtiuc atiini. \>t i rvui i»{'thc- *»c hiM»l ^(tprrititrtiiit'ttts 
arf \\\u\r fnalf^. ihrr 7r> prr rvnX f'nun rarh rat^gnry wtTi* roarlie^i, 
c»»!itrat{it tin«: (Jriitlth-^' tlW>0> {iufiin^ that «m|y 2.'* p*'r vtnw ha<{ 

(.itv *(h«»oi >*npt-riF)tei)(ie*nts riiovetl inUt adt^i!li^trdti^n f*ast<*r 
than the-ir nnn-urhaii rntniterpart^, hut followed a more complex 
t arrMr line- ami wrtv oicirr whrtt thry attaifuvi the >iuperinteni|en< y. 
(Ienerall>, urban -^uprrinte'iufe-nt** ••petit fewer years te^afhinji (5.3^ 
than the non-»rhan nnpe'rintendent (rinse lu ><'ven \ears|. Bat an 
f'arlier >tart in aifrniriistration liid not nei-essarily nieair'.»n earlier 
-uperintendetii y, herause* the career ladder fias more rungs in an 
urban distri<*t. Few non-urban !*rhiM>! superintentlents haveser\fd as 
a^'sistant superintendents ordire<'t<^rs. because the positions either cio 
not evint or are* ni»t ni^nifirant in stnaller districts. By contrast* aUnost 
halt f>t the urban '^cfurtil superintendents serve<{ as tea<*hers. principals 
atid worker^ in central ot'tlce po^^ititms before bccomitig superinten- 
dent^. (h\l\ 20 pe-r cent of the non-urban sch<>ot su{>erintendents 
foHovved tlie teacher-f^rincipai-centra! id'fice latlder to the top. 

I rban school •superintendents tenei ti» have ioniser contracts. In 
fact* the •^mailer the* elistrict. the* «:re»attT the likelihood <pf a one-year 
contract. The < nfjve-rse holds true: the larger the eiistrlc-t. the longer 
the contract likely tn be. Over half td' the urban scfiool superintend 
dent'^ have at least a four-year c<>ntract. while* 46 per cent of the 
nim^urban •^e-lmol •^uperintende^nts have luie*- i>r two->ear <*onira<-ts. 
KiMir t^ut Iff five* s|ipt*rinten<{ents have hehl more than one superinten- 
ejene y. but fewe*r than e»ne* in ten has se-rveei in more than one state. 
{>nly rare'ly d«r M'hi»<d superinte-ndents cha njic fY/fe/fe/nV.M. An urt>an 
school superintenilent is likely te» nl<^ve to another url>an system when 
he chanjxc**^ i«dK. \i^n-url>an scltool superinten<lents e!ii not be*c<>me 
urbati se fjiMil stiperinte«ni{e'nts. Tlie* sehool superintendent from a elfs* 
triei with mi»re than lOO.OOO stutlcnts is far nie>re likely to me»ve out of 
the **tate% lu'cau'^e' fe*w states have* more than inie* elistrie t with 10(),00() 
fMipiU. 
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Kirhani (). CarUotiV tiisttnc^tion between **|>lac'e-lMUincr* 
HiipeMritenclentH auef '•c-ar«'er-!M»u!if{** **uperirttencieiit> may be u^e'fiil 
bere.^ Plaee'-hounf! superrnlenderil?^ are tbo>e wb<> ^tay hi the«{istriet» 
as teaeher?* and princ ipais. (!areer*boum{ !«*upcT{nten<ients are not 
wecbfeif to a liii-^tric^t, or, it' tbey are, tbey praetic-e serial mout^gamy. 
(!areer-bouni| s«'htKi{ superintendents move when their puils are ae- 
eoinplisheci. when a better t^pportuntty comes along, or perhaps tor a 
ho>t ofcither reasc»n^». But when they move, tbey most Likely tmtve io a 
sitniiar distri(*t. from «ine town to another f>r from one eity to another. 
TnU'ss tbey move fnmi one large distrf (» another, they probably stay 
within the state. Retirement plans are a faetor here, as are job oppor- 
tunities. It -^eems probable that any netw«>rk for nott^urban sehmd 
supertnte^ndents is bN*al rather than nati^Mtal: the supertnte^ndent in 
Milwaukee is likely lo knciw his counterpart in Jacksonville or Lcmis- 
ville. but the %c*bool superintendent in (iardrner, Massachusetts* 
probat»iy cloe?* not know the school superintendent in Turner, Ohio, or 
Magn(»lia« MfN»*»i*»sippi. Ketire*ment plans are usually statewide, and 
the absence of a national system nuikes it very dif ficult, even risky, for 
superintendents to move out of state. We will return to this problem in 
f>ur final t hapter. 

Some Challen(iret» Facing The Superintendency 

M(»st superintendents generally ap^ifove of their graduate train* 
ing. L rban and non^urban schc^^l superintendents identified similar 
weaknesses but differed somewhat on the strengths. The major weak* 
ness suggested was in the course offerings. Nearly half cited the poor 
«»r irrelevant ceiurse offerings: another. iO percent pointed out the \HH>r 
quality of spe<*ific educational administration courses. Their retnn 
spec-five evaluaticms re<{uire a <'aveat, which is that some of the pro- 
grams may no longer exist. Thiise that are still around are probably 
different. Without asking different tfuesticms of the data, we cannot 
tell whether school ^upetintendents who studied in 1940 feel differ- 
ently about their training than do recent graduates. 

The basic statistics show that urban schiMil superintendents work 
more hc»urs» make more money, change jobs more often, have longer 
contracts, and toHow a different career lacbier. But urban and non* 
urbaa M-hool superintendents are similar in many ways: they begin as 
teachers, serve as princ*ipa{s, work hmg hours, t-^nd t«^ stay in the same 
size district and often in the same state, and approve of their graduate 
training, (n fact, it is the subjec*tive data that reveal the most distinct 
differences between urban and non-urban school superintendents. 
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Thi' A \S\ sur\f'\ a>k«*f{ superint«'m{e*nts tc^ uierititV the impnr- 
tail! i^H'^tir*. Uf iniiic atf what i^*»ii<'> mi^hl inak«» thrtii U'aw the firhK 
ami lo uUnniiy (urun^ tnhilHtint: ihrir Hle<'ttvf*ii«>?*. The liata hear out 
our earher ohse^x itioti that city superintencierits are a hre»e<l apart. 

The nio'«.t striking cinitrast is in the superintendents' ranking of 
siH'io-ru!tural issues sut h as rare relations, integration, and segrega- 
tion. I rhan sihoo! supfrintetidents rankeci that in a tie {err third; 
si'hoo! superinten(h*nt> from the «>fhe*r tH-o groiips ranketi it seventh 
and twelfth. TUr !?*sue of rare is actualU the first major difference of 
opinif»n. berausr e*\ery group runk(*d **sfh«M^{ fitianc-e" and *\Jema!ids 
for new ways of teaching i»r t»perattng the educational programs" first 
and stM ond. riiat racial issue?* shouhi rank so high amc^ngcitv scbnd 
superintendents i** ito great surprise: cities are increasingly black and 
brown, and t^ • racial hlf»cs are insisting on being heard. Racial 
ctmtlict is nc» .anger to city schools, and such conflicts receive more 
attc!itton in the* media when they occur in New York or Houston 
in^tf*ad of a «^n»ail towtt ^^^omcwhere. 

The larger the district, the nuire* c oncerned the superintendent is 
likely t(» be alM»ut teacher militancy and s(*hool staff relations. That 
isHue tied fitr thin! among ur!>an scho«>l superintendents <and among 
school *.uperintt^n<lents of districts with .*i»0lXK24.999 pupils), but 
ranked sixth with school superintendents from the small districts. 
Again, it may well be that the city is slightly ahead of the rest of the 
ciiuntr\. Teachers iiaverrt struck very often in Middletown ((»r hadn*t 
when the survey w as conflu<*te«| in 1969-70): they have in Philadelphia* 
Detroit. New York ('ity. San Krancisco. H(»uston. Kansas City, and 
Baltimore. 

I rban school superintendents are also more (^om-erned about 
studetit activism. That is^^ue ^as ratike'd tenth by the urban schcnd 
superifUcndents but nationally it ranked seventeenth or next to last. 
Again the inference is that in the city the future is at hand, and that 
sf»me' year^. from now ni»n*urban s<'h<»ol superinten<{ents will alsf# 
worry about underground newspapers an** student sirikes. 

The n(»ti(»n that the future has already arrived for urban school 
superintendents se^enis lo be borne oiit by the rest of the data. Trlian 
superintentlents are no longer as concerned about the 
superintendent's greater visibility* the growing federal invidvement in 
etiucati »n. rapidly in«'re'asing enrollments, or changes in values and 
Iiehavtf»ral norms. What can be inferred is that urb.in schnol superin- 
tendents are adjusting the gre^ater vtsibttity and the federal involve- 
ment that non-urban superintendents find disturbing. Not .surpris* 
ingly. urban superinten<{ents are unm^i ed by '^reorganization of small 
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itt^iru't^ iiiti* lar^fT units *>{ a^lnuaiMration/' an issuf which ranks 
thinianuMii:^! honl ^^tipn intrutle^tu** ui!h«{i^tri« .'UM^-^.W^pupiU. 

SrhtM»I ^upcri^f<^tdr^ts lV"rti nHU-urhati di^irirls atr iu;*>\ If arjiil 
i>i'{>e*rsnnai attacks ami pn»hlcniH \^ jth the teaching stall'. At least tfiosr 
arr thr isMic-^ which tficv iijcntificd a** "ninst likciv to c-aii>c thcni to 
leave the |>r^tc•^^ion." Neither issue ranke<l high with superintendents 
tr«»tH urban areas. I'he gravest concern tor the latter is soctiNcuhizrai 
lernienl, a catch-all whi«-h rankeil f«>w on the list t>t'i-oncern of nirn* 
uriKin ^upcrintctuients. 

It is ««pecutatii»n to sugge>t that ni»n-urhan school superinte*n(ients 
wii! [>e concerneii tomorrow about issues whic*h both«*r urbar! sup(*rin- 
tenih*nt-» toilav, Wliat is n«>t spe*< u{afion is thec<Mitra*^t between urban 
ami noft-uf baif hool superinte^mients ~ tfiey live in ilil'lert^nt worl<ls 
ami ihev perceive issues ttillerentiv . Social change, racial turniiul. ami 
the like are pri{!ianly urban issues, at least insofar as the schools are 
conccrniMf. ( :i»n<>e([uen!ly« urban school snpertntt*niietits t'eel 
thrf*.tte*!ie<{ by «^(K'to-rtiltiiral ferment arui are c(»niparatively blase 
about "attack- tm supfTintenih'wt-/' They know they must live in the 
public spotlight. 

;\ni>ther explanation for the urban supennterutent's low ranking 
of the issue of attacks i^n superinte'nch'uts lias ci>nie to the surfa<'<* 
since the assassination of Man-us Foster. It is simply that superinten- 
lieiiis lion't want to talk about attacks for fear that talk will only lead to 
mi^re. Former Tulsa superintentlent (ionlon (laweiti saicl. *'You don*t 
hear much abiait this because n{ the remote likeMh^Mid that it might 
give siune i rackpi^t an idea/"'^ In general few big city superintemients 
have fulbtime profe'ctiotL alth*»ugh special nteasures are taken lor 
specific event"* tfjat have a high potetttial b>r violence*, 

A Roomfu{ of Superintendents 

Vie «lo not want to ciraw a picture c»f tw<i distin<*tly different 
griK{ps. Put together in one rocuii. url>an and non-urban s(*hool 
superintendents would fitui plenty to talk about and to agree on. 
Schind finance might dominate the crmversation. sinc e urban and 
non-urban school sup» rintemlents (»onsider it the most pressuig issue. 
They wi»uld generallv agree, totf, on the *"demand lor m*w wavs of 
teaching or operating the edu^^ational program/' f n short, the c«inver» 
sali«>n woubl be alMUtt money: how to get it* and how to spent! it more 
slowly and more effectivelv. Tliat roomful of school superintendents 
w«iuld also agree that their training had be*<*n satisfac tory . according to 
iht* data. 

We take exception: neither past training nor <we fearl current 
training prepares school superintencients for the p«>sition t»f sehcnil 
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acitiitntstratcftr. If may well he that wo training is ever adequate ami that 
m<>?*t learning take^^ plaee on the j<>h. hut gtMnl training prepares fur 
learning: It keeps that elay of whieh we are fornu*i{ iVum hardening tiM> 
early, li appears tu us, however, that gtM^l training has not been the 
normal experiem e; we simply do not helieve that the superintendents* 
satisfaction with their training is justified. 

The earlier cJata sugge.Ht that srhiMil superintendents, particularly 
the urban ones, are aware of their troubles, hut Judging from their 
answers io another set of questions, they (hurt know where to turn. 
Asketi to iiientifv the types of specialists neeiled to improve perfor- 
mane e levels, 42.4 per cent of the urban school superintendents sin« 
gied out public relations specialists, as if to say that a better image 
Houiti impro\e sch«Ki| performance. Even the tnost eqitimistic in* 
lerpretation f>f \h\^ response ahat the putilic doesn't know the gotni 
side of schools) has a certain unreality, a suggestion that problems are 
only skirt deep. Only curriculum and instructional specialists were in 
greater demand. Asked to iehMitify skills they needed to maintain their 
i»wn effectiveness tar< tq>pose({ to specialist;^ needetl in the distri<'t>, 
schfHil >uperintem{ents gave a barely discernible nod in the diret'tion 
of skills in conflict resoluticm! That ranked eighth naticmally, seventh 
amtmg urban schijol superintendents, leading the .\.ASA Report tt> 
remark: 

at the Initttun of the list were su«'h skills as those needed in 
cimrtict resolution ... In view i>f the amount of conflict 
currently swirling abtuit educatitui <me would have ex- 
pected' a greater need to be vciiced for conflict resolution 
skills anff insights.* 

As will become obvious, we agree with the AASA. Skills in 
conflic t resoluti(»n will not solve the problems facing schcMil superin- 
tendents today, but they are a damn sight better than merely reaching 
for a better public image. 

One more t«>pir that's b<mnd to ccmie up in a roomful of i^chtnil 
superintendents: getting flred. The average length <>f time in an urban 
schiMd supe»rintenden« y is less than five years. The pressures in a 
modern scbmil system are intense, and the superintendent gets most 
f>f the heat. It's a rareland perhaps foolish) superintendent who takesa 
positicm today with the notitm of going into retirement fn^m It. If he 
doe? get his gohl watch, it will likely be scMiner than he anticipates. 

The AA.SA report ends tm a high note. Over 70 per cent of the 
^. ' .1 superintendents would chcn^se to be school superintendents if 
they were given the chance to start over again, which the AASA 
inteq^reted as evidence of satisfaction. Perhaps. But none of us can 
start over again. The best anytme can do is reflect on the past In order 
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til rH*f>na both |>rr^«'l>t and (nUiu\ \ y^uvahlv amcmrit c»f«»ruT^y ami 

yeai**^ dtul \hr tr^uh> are* jti^t ncm hri!i|i !ne*a«»tir(^i. Thv iwM c*haptrr 
cUg* arouttti thr rnot"^ uf tfir 2(K\<Mr rflort t«» n tMirtJ ihr training of 
etitiratiitrial ailmifir'»trat«»r'*. aiic! riibbfo artel »^rtitT** af fhf IriiiN an<l 
tlimfr"* thf rfforttieTH \ui\r hnm^fit fnrtlr. 

MKlT>OTKS 

^ III*- «{.lt»l .{fi- ffoit^ rh»' \ \** \'- thv ifftt'fit tttt S( html Sfiftt ftftfrfit/t-rtf. \^\ut U UUUm^ 
tlt.it rt t-. Vtff*r'^o tuUtnn,xU**u. c \i cpr l»»r MCi-7J ^.il.tiif^. whu h i »«»if tinrn Kilttra- 
tjnu.i! K( -stMfi U **i*f\ii i'. FKh n,4tr* th.it till* ^.il.irv tinjiir*** mv imt \hv ri**»lt «ff ;i 
fMlnmal *ur\i \ hut i»f .| -..irnpiin^i t»! iti-^ltMt* mtli »it I«m«»i h^Hn) pupiN. 

lilt jr ti'-f.iir It ttn il.HUi ^tt{ii*riritr{ii{«rit« f*t.*lili-fifi| r,itf*^«ti .it r(>r«hh^ to tln' 
iMtfiiix*! ••! puprU: <triiii|» \ f2ri.«KK> of itmre**: frftmp H f.<,«HK^i!l,VW»: (rrotip C 
» Uhi.J/****/ .iiiif t.r»»»p !>fltii%c*r than iiCKh. Ihr -^lu*!* ,iU«» pro\ iiir* nalM»n.il fi^uti**^. 

w»*i^ttTi-.{ th.i »»hW» »j^:hj» »t n.HtlrMt*' life* li .irhi i . fi#»Mrr*. \l umif Cif«»Up iK 

hvt Mint hi* ^r>*up {» >ru.ifl aiiti ffioHiitf: •»iM.i[U*r muI ,iu«i* thrii (i*k.piit)^i« tn thi* 
\ \** \ •(trvi-i v*,i^ *h>:!it. h.-*«'Htt.ilt\ wc» .ttf t MEitp.tiifi;* .;ftt{ i <intr.i«tiii^ tfi«' iii^-i-tt\ 
>ttpr*iirt!(*iMtr'nt ^tth hl> tcHtt <*fti{ « Muiitrv < titnitc^rpart^. ^^ifhat ti*rrnitMil«ip i« not a 
pit*{«NTn. vk*- it*«* th«- tfftti* "twhan" and "{!**r)-iiiltati.'' < hit r«*a^itriiri^ tf>.«f rtiaij\ of 
tfi** far*!'' f"»*M- tn tftr ri*>rt-tirbati < atr^fr\ atf tto? tar Erctto\cMi U*fiu thr fitititt\" 
'la-^^itit aft.*fi. p'lptilattttrt * hari^c^ taster ihaM ouifiMtk. 

* Thcnr pfoftaMv t* utt mtit U icff^tirt a- t!r*' "t\ph a!" *^iip«»riiit*'rHl<*nt. ffttt cii^tti^h c urni- 
I !f.-»f III tMakf thf «lala »»{ *"tri»' Baltic The- National Vt «^r*iht*'«i l*rofi|r i-. ha^rti on j 
^••(tht'^tic .ttctt .ittaiv^t'' It! tbr iidtA. 

^ Titi- li.tta tM! oiipi ri!tt»'n*SrwU'» itt (h-tni t<^ wtth tnorr thatt Hnmkk^ ituytil^ ^lutw t^wti 
nuiii* (itntia^t to tli** it«*t(*iirl»an. Turtfut «a(aiv. for rxainpU*. t-^ fW..'f2r 

* \hr W^X tMu't a«-k about ra» init flu^lt "^( oir. toirnrf >\ a-hih|£ton. !>.<.., 
*»|M»r!fitf iMii»nt. ♦foiri»i hi* -ur^rv ain! fn* ha- totiini afiotii M> i»la* k ^tiftftitt' 
tt-niicfito. ih»T«' ptohahiv ar»' ii»»r that inahv \t*'\tt an- \iM#'it< an an*{ \ini*nia(i 
Ififhjfi ^i.'pt*r(iit»*rM{rrtto 

* haiiM*! h. C.ttffilho. Tht' .s* ftt^trl Sttffrnfttt'fitl**rtf . rfnlr»f tor \pplirt{ Hr*«rvic h in 

K»ltl« atlori »\rw Y*»tk. p. 7. AtuiPftttlfrttf tftr Sf htrnf Sttf» fintrntft ftt, a 

*tfMl\ ifikUf {i.iriiU hv fh«* \ \> \ an*i thi» \K \. ***rhM >taf»" of fh#' \iri*»rii afi l*n!»lir 
ho»4 f ♦ M«h» t/* *\K\ K»*M*afrh Kuth'tttk .r>» L {'♦»hrtMr^» W>7, pp. .>l..\'>t indi- 
« at»'* that pt E • I'ttl ''f all iiuh* tiMrh»*f«- H«*rr a!*** roai hin^ ( Xttitt utiirttiat 
athh't»(- tiMin^. 

** Hi* fiai»{ € }. ( .AT\*-tt\t> Si hnttf >itfn'r fntt'ft*(*'ftt\ (Itttfvt ttfttf f^rf fttt ftftfftt t'\^ i( .nUtltlUit^ ^ 

C«uo. i liaili- K Mririll. I^TJn pp .<(ki:>. 
' K«*p**rti*ii lU t.^iuf tifton I rftihi*r MCI. 

** /"/o* imt^nttift S* hffo/ Sttprtthfrft*it'ft( , t»p. i tt.» p. ^ij. 
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REFORMING ADMINISTRATOR TRAINING: 
THE FOl NDATIONS GIVE IT A TRY 

\\w fe*#{iT.il ;«i>\«Tn!?if'!i! Un\r all Imi| hiUnI \i\ ififfif ftfint**' ti» r«'{«>riM 
tht' f raifiinji it\ailai>!eM(» i-ihiralii»ii i.<!ftii!if*lratiu^. 'Yhr Umndalum^ — 
rhifiK K(*n«»^^ ariif K«>tif — fiavc pM>\i(ir*i{ moiif\ witii >trinj!*» af- 
tarhfil. TUr {»rut«'i.*i«iiiaUq»n>ff*siir* arnl prartitit>n«T*i ha\«* prov iiltvj 
nr\s ^lAuddul^ iuul ri-fiiilati«>n^, wUiU- (fir fniftat n^tf ha^ Im-i'ii iinuircl 
t«» stippori fur thr National Program in Kfiucatiftriat I.i*ai{rr'*hip 
(NPKI.i am{ thr Supmmrmimts Nrinnrk PK( >JK< T (>PK\. 

B\ ami {arp\ re'f«>rtn*» lull racily info two <*atrjii>rir^: irainiti^ and 
proffH^intLal *«tati({ari{^. M<»*»t of the attctiticut iius hrrii givcMi to i\\v 
tr»iifiin^ prm !Niti*iitia[ "^chool a(!niini<«fratf»r> an* now rfcrnitrif 
tum\ a laf};*f f pociL jii\fn rtii^if rour^cs to choose fn»nu ami an* inntf* 
iikffv ti» havf a *'re'h*vanr* iiilmi^hip than \hrit \nriU*cr^>uty^, Profr^^ 
•*ii»nal -^taihiatiN art* hi^lifr imjh . ii> a ri'Mitt ot'chan^o fVorn within \hv 
pf offN^^iort. riif niaji»r r!iaft|i«' fta* Urvn thr \ \S \ rfipiitMUcMit u»ff***«-' 

alfor thai ru-w !iu'fn(«TH ^half ha\«* rcniipU-trd at h'uM a 

tw«f>\(*ar ^racftKttc* pn»|Aratit in ('(ittcaticmal a(hniru««!rali(»n at a ^«'hooI 
appn»\rii hy tfic \atii>nal (liarncil tor l\w Atrrrdrtatinn of 'iVachrr 
Kduratton Ac; ATKi ihr pro{f^>i(iti\ rhirf r«Ttityiri^ agency. 

Hill iMTOfue* «'h'ar. re-form iia^ mrant mow framing* more* 
i ofiipleA rt^rtifM atii^n ptot rifure'**. nrw r<l{e^ for a<!ntinis!rator>» and 
^rc*at growth tor ^chooU and liepartmrnl^ oi e'diiralfon adniini«^frati(»n. 
Mhrfhrt tlu'-Hf r|ianj»«'^ liav«' had an> rHrri on pra<'ti<'in|£ M'hool 
'^uprrintrncirnt'* i-* (pie*'<«!l(»nahU*. Mo^t •^.chool Mtp(*rint('!ide*nt^ \srtt\ 
attfr alL trainrd ht'torf the' adve-nt of the* ne'w programs, and the* 
\AS\'«^ t\vo.\e*ar ^rjdiiate' pfi^i^rarn re'ipiin'nM'nt wa^ not rftr<Ki< ti\f, 
fi>r the' ne-v\i\ traineMi adnurir'^trat<»r«k« th^Te* a ne'ri'^sary cave-at: 
the*\ v^rre* trained U\ matw ot the* ^nmr ohi hand^* 

The KellojEfC Fmindalum 

The* e*tli»rtH of the* \X .K. Ke'ilojig F«Ml»datii»n in the* late' 1940'^ ami 
e'arU P/riO'^ are* jifm*rall\ re'co^ru/cd an the* he'^tnnin^ ot'tlie' re'fonn 
tnove*nie*nt that "^houlei now he* he^arin^i fruit. I^ushe'cf by the» A ASA aini 
the* ne*w \atitinai ( ;onfe«re«fu e« of Pre>fe«**«ior* of Kfitte*atie>n \c{nMnistra- 
tii^n iN(;i*K \r hu\ with a >ie«n«ine' inte^e-^t of it> own. tlte- FeMnH!ati<»n 
nnde'rwri>ti' fiw "e'vple^ratorv** (•onf«Te'ncf> in todise*n.ss predW- 
Hjofia! pre*paratton. working re'lation-^ he*twe*e*n *«e*hoeft{ hoard, ^taff and 
*»upeTinte'nde'nt^. re«e ruitt!irnt» ami wcirkirig c-onditionH, The- MTie's of 
i*t»nf«*re'rM e'«* e-nde'd in e'arl> 19-19. and K«*f!i»g^ ajirce-d to support a 
iarjie-?ic*air national itnprove'nu'nt program. 0\t*r tiie* tu*\i ivn years it 
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?»pf'Mt nM'T $\0 nulVufU «ut ( !iM>f>era!tv«' Pn^^rani in Kciuratiotia! 
\({mini*»trati«»fi H^PK Xk CiPK X hr^ati with ftxf untvf r*iitif>'*' in 1950, 
^r(*H iniinccfiatc'iy f(» eight and riihtiiv U^ 'M). Tht^n' wrr^cMght rrgionai 
mitrf'*. Hiih -^tatl iincj tun«U: ihe' lafttT wt-rt' um'i{ for i imteTen< e*^. 
rt*^t*ar('h. support cif ;»ninii*«itig fti^^Hcrfatiun^. anci (»ther such pur- 

(*PK W Hlort U'lf ti> the tonuation i»t twc» nt*\v c»rgani/ations» al?<i> 
su|>tM»rtrc{ U\ Ke*llog^. hi 1955. whrn thr ori^tnai grants wrre used up. 
Kellogg acreptf'ci pn»{M»sals In c-rratr the ( !«>ninunee for the Advaiu'f^ 
men! of Sehot»i \cintini**tratton ((I ASA > and the I niversity (It^uneil on 
Kduc atitniaf Xdtninistration cldKAi. As part of the AASA. <!ASA 
examine**! aiui eatah^^tieti materia! about training, then puhlished 35 
^tHiU for the prid'e-i-^ion in Stmu^fhing to Stt'tr H\,^ (lASA also pro* 
moted the arc-e'ptanee n{ the National Cimneil fi^r the Aceredilation of 
Teai'her Kchii-ati«m <\(!ATK» as the aeerediting ageney for depart* 
ment* o{ r^chtcMttcmal administration, anci (IAS A eneo«rape<! the twir- 
\eMr gratiiiate "^tudy reciuireinetit for new members of the AASA. 

I (*.K\ a more direc t ^necessor of (-PKA, Pn»|Mised in 1955 by 
Teaeher!^ (>»|{e^e (an orijiinal niend>er of (IPKAU LC'KA was en- 
vi«^toned as a cooperative c»rgani/.ation of universities (not inciividual 
proff?i.M»rs> eonrerned with improving training progratns ft»r eduea- 
ti«>nal administrat<>rs. The original TCKA had 32 memliers and wa» 
ijuartered at (ioiundda ['niversity. Now there are 53 members, and the 
organr/ation i?. run fri>m Ohio State. It spunsifrs research* publishes 
and circ ulates rep«>rts. and "tries to keep the profession abreast of the 
times.*' according to Dr. Jac»k ('ulbertson. its Kxecutive Director- 
It n>ight be helpful tt. summari/e, b**fore the gaggle of initials 
becomes overwhelming. I fitil 1955. Ke4logg supported (*[*KA whic*h 
c*otisisted cd* eight regional centers and ab«»ut 30 university-based 
prcije<*t>. \fter 1955. Kcdlogg underwrote (!ASA. a committee of the 
A AS \. ( ; AS A pu^hcnl for htghc*r standards within the pn^fession. The 
If.'KA aho rc»ceived Kellogg mcpney. It Urges member univet dties to 
mf»\e in ciiiection*' they may not want to take by sup|H»rting(»r creating 
training matc*riaN and bv keeping them aware cd' changing c*ondittons 
in tlie Held. 

Analysis of the reforni tliru**t IcufU it?»fdf c*asily to •nummary: 1 } the 
prcife*«*%i(»n totighencMi itt^ sii<ndards. Longer training atid an estab- 
lished accre'ditaticm t>roceilure and agency probably enhanced the 
pre^ige of educ ational admini**trati>rs: 2\ the leading departments of 
educatiottal administration rc*c«»gni/ed the value n{ cooperation in 

*Ibir%.iril: <.fiM a^«»; Ti-.n hrf^ C ( .•»{ttfitlM.t: <M'«»f>£#» PcmImmK (i(»tU*|£r; atul t\w 
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MPrtif anM-: A\ ^onw rhan^»»'* nrrr fna«te* itt thr < oiiti'»t nt rciiu atiimal 
adrnini^tratiMn pn.^iain*: Atu\ h fiifn atinfi.i! a^lniiiii-i'traticin ua«*|inu 

<*han^f«- at tlu* iini\ft>it\ \r\t*\ iv te-rruiriiu^iit. riirri«ulutiu ati<i od^ 
fltrM«>b uainin^ unlrrn!^liip«-;. JmIi plarftnc^ul aft«»r ^ratiiiaticm \va> a 
I'liiu'ctfi i>i *inn«' rifH prMjirain^. KciTiiitmrnt iuu* ihv ^tnci\ of rciuca- 
tmtLiI .tc{iiuni«-!f afiiiii ha-- nr\«»r liri-ii a inajor c oiu i^rri n{ m IkmiU «i1 
fcluf alMin. Vnl afinthft Ha\. ihf umiI tn luM inniii^ a mImhiI >upfrin- 
tfri<i<*rit i-* Hfll kriowfi ami laitU rniiv**irliofial: flu* •-•>'-'trin IIm-U' ha^ 
i*ri«»u^ft iriiliurrnfril** fnr thr brifzhi vcmri^ riiati. aticl tin* ^raiiiiah* 
•*i h«MpU has f nut ha«{ tci c|c» muc fi rfarhinirnut. H\ and lar|ie\ it llappfMl^ 
thi-* Ha\: fhf {l^i^ht anc{ c apaliU' ytmiJji man i-^ prc»?n<it«'<{ fVcim hi^ 
t<*a('!nti^ pu^ii'oh fii^nalh in •*e*< tim{ar\ ^<•hcK!|^^ to a>><-i!^tant principal. 
Hr hr^iw- ^tailt» itr H«»rk in initK atifMial a(hnnii>-tratinn if hr has nut 
alrfacU dtrnt- lie* hfrurtir?- a prinrlpaL litM'^ nnnr gracitiatr w<irk 
(prthap* •»» a |iM\«**cit'-ah***'nf«Maiui hi*«-«iini'^ a fully I'f'rtitlnl adniitii^- 
trator. \hp"«-f rwry prac tit in^ --i'tieMfl *«up<*rititr!icit*tit ha** t<»II«>Wf<l 
thi* '^ann' f«>utr.'* 

\i»t r\fnt»fi«' uho'«»t't>-oiit |o hr 'd m ImmpI acinrituMratt^r makes it, 
of tfp»r**r. am{ mit r\rv\ print ipal ht't'ornrs a Mt|H'rint«*n<f«'nt. For 
f\iT\ cniploM'cf supc^rintc^tulc tit. ihe-re' are at loasi it-n likr him (ft-r- 
tififct. nliitf inah'-^j who ha\f' not I'ouml acfmintHtrativr positions* That 
t(»n-to.iPnr ratitp \^ cp\e'rc autli»n?». In Ne-n V«»rk State there were 2(B 
opfnif>|i- ttir prini ipaU itt 1*16^.70. ami 15.(KK> eertiileit <pialifle«{ per- 
scimiel. Sijper\ i-or- in \ew V«»rk ( itty have aee«*pte*<{ a eimtrart eallinji 
tor tnt»re v\iprk «lav** witficmi achiitional pay hec awM% a> a iniion !ea«ier 
iih«-rr\e*<{. it' thf\ hiui ^i'n*' "strike, iherr wtpiild fiavr he«»n l(H> 
tea< her- wtUin^ iftul tiiU* • eitineii U* take o\er eaell -uper%iMir> 
pM^ititpfi. 

A Farm Sv^lem for AtlmlniHtralorfi? 

The afptm<{am-e o| rrrtifleii p«TM»nnel iir.i> -strike M>nie a?* a farm 
*\«-ten> uorth% ttt th«* l.i^s Vtip'le** Doiljrrrv^ a latter ilay version ot* 
ihtt^Muiart natttrai '^eh't titm. Hut wfifthi'rtfiefitte^tstirvUec^rntitCan*! 
•ii>nir *-av that raei«-m. « rt»nyi«-ni. an<f nepotism pfay a hi^ role in 
promoti(»n-*K there i** ranipatit «iverpr<M{tu tion <»f eertifiecl administra- 
tt\e* pi't-^omicl. anti o\i'rpro(hietion i**^ eiieotira^ei! hy the pec*iiliar 
eart^fr LM{i{rr ipI puhli<- «'«inratton. \ teac herV pa\ I-* ^etierally ifeter^ 
mineif h\ f#'njith of •"►erv iff att«{ riurnl«T«» of rredit hour**. 

\\ hile tio cpne ean haMen th#' paj^-ajie of ye-ar?^* anyone < ait /o to 
•i<-h«Mpt. and rtian\ teat fie«r«- <!o. Kduratiori ronr^^e's are jieneraily <-o»f 
fortalile. not too ({iffleutt* ea-^iU a\ailah!e. and likely be fiUecJ with 
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t*\her trarlirf*. YUr ritAt •*utiHtahtial ^tv\% up i-* nut nf the' c'!a?^^rtK^r^ ami 
tiilu -^tiprt^ i-^if>ti. TUr d^^tr^^hr Nniiii^ iiialr ttMi'lirr. ill a liurr> !<i 
niakf ^iiMci anii rnakf ittout^v. -^rt**- t*({itratH>fi arut fciiicatinnai mU 
tiiirii'^tratioii c iMtr<«i'«> the \Mi\ u* rnt»\r ahraii: tht* acatiftriii' (T(*(iit«4 
vtHiwi tuHanl -alafA iiu inufrit'* aii«l tt»war<l rfr!Hlrati«Mi t«n- tht* ru-xt 
a%ai!a!»l»' a'»'»i'»tafil prtiH'ipaUlnp. Ki^ht>-n\f prr rtmi nt tlu* 23,{KK) 
*»tui!f'riS in (ie^partrriont^ tit cuitiratinnal adrnirii^traticrn arc part-time* 
•*tiiti«'fit-. tMf»He'\e'r. «Mrj> r«'fnrtn'» wt^rv nUnvA at thr |f> piT frtil who 
art* tiiU tinir — nr ratlu^r, Hcrr cic^«*.i)ii!u*t{ if !IK> prr r<*nl t»f the 
♦^tr.ilffit- HC'rc ttii! tiriH'. N*^ Mtn* then run^idrrfcl that **part-titn^•^^•*^" 
nii^ltt Uv a •ipc i ial cjuictiti^fn i^ra part <»f'the* pathology j in its way, the 
rotiti' i-* fofuparafrle to that of the \oung l>aM»bal{ pla>er strujiglttig iti 
thf itttitot hMj:tM*'» tip iriake it to thr top* hut w?th ati itrtptrrtant r\i'f|>- 
tii»ri: athfe'ie-^ dnni •*p«'ful thrir tittir ariii monc\ on «'xt«'n>iv«* profrs- 
«»i(mal tratnin^ to rani a !i<'eMt**r Ut p{a\ hall. 

V rn«nr apt parallel mav hr with trther prt>frsst<rris: <itici(»r«^ an.l 
fat%\er'*. f«»r e\acuplc\ tun^t ^tnth aiu! earn lieeMise*?*, Iinagitir a eo?ii- 
paraifle Htttiatioii; at Ira^t ten non^practirinfrcioeiors for every pra<*ti(*'^ 
ing nfir. Tftf' MK*ial «'o^t wocihi lie irieaienlahle, aiut our society simply 
would not aerrpt ^Uefi a •«ituatic»n. I)e<»pitr >tm\r gains in prestige, 
eihieatiimai atiniini^^trattcm tU^rs no: rank with mecUeine or law. and 
the liuge nutnhrr'* ofc'e-rtinetf a<ittnni«*trafor!^ w itfi nt>thitig to adttiinis- 
ter n«it as <«hcM*king to Mieiety a-*, for example* the re*eent teaeher 
<«or(>hts was. Vthv the pirturr of certified teachers selling ency- 
ct«*pe({ia^ ijiM»r-t«»*i|Mor i> |e^^ ac c*eptahle than tliat of c'ertifieu arf» 
niitii'^trator^ ^iniiiariv ernpio\ed is tu* gre*at niyst*'ry. Thi* puhlit' ha^ 
a[wa\^ held t«M< her* in fairly high ^•'*tert!i* hut im\\ the most fcrv«»nt 
prt»fri*«*iinial e«hicator* are cundortahle comparing th«'ir profession 
with medicine and law. 

.Nomewhcre in the whole princess of t'crfirtcation there Is a htrax. 
l*t»o rnariv tf-at heti* -^pend t«>o tniicb titni» getting certified ft»r tum^ 
evf-^rent jcd>'*. If* when crrtitled. the\ are in fact fiighly traine^d. sktl{e*d 
pnpff-«.«.niuaU. thru tfjr waste of admifii'^trativi' inanptmer shtuild Ur 
unacceptaf»le. {{* on the oth(*r hand, thr courses leading to (*ertif|c*a- 
i'um are more* con\«*nient than chatirrtging. fhefi the wastf* of teacfier 
tnanpower i-^ unacceptahle. If t{ie\ are truly profe«.s» *nal adminis- 
trator-, there* otight to he «^onie adtntni«^trati\e role for them* or the 
s\stcmougfit fiot !«> prodni e somanx, r«m\ers«*lv* ffthe\ an* l!kt*ly to 
remaitt teach(*rs* tfien thev ought tcihe enriching and stimulating th(»se 
parts of their hrain-* concerned with tfie learning and teaching 
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But flif m.i'^^ of tt\n Itcr-H >ttifl\ iu-^ iu \aiit In Im* ;i(ihntii<Hfrat(Ms fiai* 
appaiffitiv \frrti a* rrpfahir in lUr ^rhnnl*. ni fciiK at i<>n ami \hr 
par! tiu>rn-> <»! e^itM atioitai afirntrii<^tt at ion. u hii h ha\ r cfiiox intpai 
h-lc'«{ ;ir»Mvth. thartk- 'tt\ part to nu^f*' •^tnu^ifin i c-rtitlratiou rrqinrc- 
rnrM!^ attii tlu* prcuiiar (\tti*c*t [itfidri in ciiuration (not to !iirtition 
trilftal an«{ tourHiat!o?i lioliar^^ The* ratfe*? laiUIrt i*rM'«»urapi*** voiiri^ 
trai'hf!«* to a-piir m» a»iini!U'*!i atioii, atul the* ^laiinatc* •*i'hfK>U arr 
I cM»i\ v\ ith t\u' I owr 

I tuU'i ^m h « it« !iru-tiin« j i-n eiitnie»nt fia^ w^f hrm a ptohleMii 
(or etfpartffif-nt** of rihu>ati(>rial ae{!nirii**tratio». \nit it ha** \n-t*n a uiajor 
rtaucrf! ot tho^f ottt^iiic lUv "-rhonU iif niiication. Toi, niauv ot ilw 
^atni* kiiuf^* of piMpir In'rotiir **up(*riiit€*n(i<*tkt>. \\ h«»n ^unr Mip(*riti-> 
triMii*fit*« rrtiii-. tlie v >io to f ie parf M wnt« f»{ f*i!iii'atit»iial atftMtnistiatioii 
arw{ h^'tp p!o.iiH f i\r\\ a*ifni!ti**trator*« tit tfirir oun itna^r I'umx anmn^ 
\hr artilii!i«»ti-* irarhi-r-* taking ih->«'r\ ic r rour^f*. If ihr l^f•pa^tmf•nt^ 
!crMfit«*(i rifvv tare-* imm urw piarc*. pe^rftap** tfir iic'\t ^<*rirratio!i of 
'»tfp«*nnir-ni|frtt-* rni^ht h«' «{iffe're'nt. If tiiativ of tfii* new re-e-rwit!* wwv 
ti-rnatr or U!a< k oj Uiown, thr twW iiriirrnlum of •«iipi-rititrn(ie*nts 
uoiiM itot {m- pt'i I fill u hitf' ar»el M7 peTn-iit rnaN-. as the* * urre'tit «»ne» 
i'*- *rhe*ie» woiilii Ur ^ra({ua! «'liani:r, \ni\ l otiplni with i iirricMihim 
rffi»itn- it I liavr an iinpa* t« or ^-o inan\ r.*lornu-r> l»*'li*'^<*t|, 

Foril, Korki^feUc'r anil ihr i\ S, Offiro of Kiiiiratuin 

Krcruftitii-nt fn»fM a l>roaffe'r ha^r ha-* tfif jJ^^^ti •^^•^f'ral 

tftorfij <'ffort^. Kor Sr\ct\ I ruvrr^ity ( loii-iortititn proj<'<t -^iip- 
poite>({ i>\ the* Korci KotHi«iation. it fia** hc'cn oiu> ronipoiinit: for the* 
National IVo^rarn in Kahi<\tt!onal L^-aih^^hip ^VPKLl. rcctuititHMtt is 
thf htntk *»fi whic h \\u^ «'nlire* pro*irafn hiniji. \{*KL ^vt'k> u> rvnuii 
info e-ihiiMti«iri tlio^r who ha\«' alrtMify Ut*vn su< i-*'s*.fiil in otht'** lii'hfs 
(hu»*it!c*«»*. [aw anci ««o forthf and who tutw want U* work iiiil^ftrnc in 
nrhan (''{nration. 

NPKI. i-* ntiiipu' in it-* r<M-ruit«if'n! polic-it'** he'rati-^^* it upi»ns its 
t{o«»r to tlio^f who fiavr ^nr< e t'iffii i^Urwht r M»»**t rec ruiting re*fortns 
*tr«'-«'-* hroaih'nin^ of thr ha-*r, \>\ whi<-h thrv tnean attracting wonten* 
hhirk^. hrown**. arn! ac^tivi^t** into ('duration adminii^tration. Sf-liools 
td* tNhii atii»n ha\e* not hn-u alone in this eniphasis* of riMirsr. Many 
iloor* prrvion».!v rle^sed to weime'n« blacks. l>rowns« arul a<'tivi**ts hcjii^ari 
Mpcnin*: in tfi*- late l^/fitT-. if (»nf> U* admit a toke-n or two. Tfiat ji<*nera! 
wa\i- of fonrrrn and ptf-^tUf, phi-* foundation nic»ne>\ cauiiht up the 
•^i hooU of educ ation and departnietit'^ (d* edu( alional acitninistration. 
The\ he^at) adniittii!^ and in some east's reeruitini; ncm-wlitte. mm- 
male. ntin-teaeii(*r^. "l^eader-^hip aldlity*' heeame an important 
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I'titiTitHJ, oi MtlHT, thr rrittTinii was «>ftr!i riMirfuit'tl tt> iru iudf* tlicise 
a«'tivt* in ^iM*ial a* tit^ii iiiu\e'intMtt*«. "PeMiplr whii arc* wise* and rxpcri* 
«'rii »'ti ifi \hc wax** tlir « t»rM!tuiiini*'** M'jvfil l»v ^c^hoo!** may juakr 
gfiixi *.<'htM»{ a<itruEU'-ttatt»r«»/* ari#»rf{iti|» l«» Kdwarti J. M«'a«le\ Jr., 
{HYit«'-ih-r!iar?»e' ifu' Ptiblic Fahtratiori Program at the Vord 
FoMt!ilan<ni.'* 

la 1970, lh«' KtH-kftfllrr Kninufati'»n lM^»rafi a pn^jirarn that all but 
hvpa-^^^e*** the- i!f'partsti(*nt> ot rciuraUt^tuil a({rntni>trath>tt ti» r<*(*ruit 
Miitiiirit\ vif tnip nu fiifieT-. \u\n \\\r Mi|M'riii!(*n(it*iu y. Thv program 
w«»rk*» thi-* wa\ : IhcMU^h a «*t»!n{>U'v **rlrc-titiij pnH e'>s, the* KcMHuiattim 
ti{e'tuiru*> proniis!!!^ niiei-lcvfl rninf»rit> sfh«Hi{ ai{nutnsti'at<»ts iassij*r- 
At\t primipaN anif prittfipalsK Thn>r ^«»|e*itf«i, e-alU'd KiK'kc'teller 
Inlrrri^^ •*pfnil a yt'ar irarnhi^ d\nntt v\rr\ nf thv s«prrfiiteri<!- 

• ni \ tVofii "till' Ur^l •^cluM^I ^iipeTiritc*ticirnt> lu XuK^rica,'* a< riinlinjr t«> 
HrtK «' W illiam-^, rhe^ Ki»< ke'j«'llrr Kounilatiim o{ru'er-in-t hargt'. Eat-h 
inte-rn «{i\if{f"* ve-at ln'tv^rrrj N^lpeTil^t«'nli♦•^t^. is paiii at his 
pre*\ti»!i«> it'ar'*- --afari \r\vl phis t rMain «-nsts. atii! he<-on>rs a iVee 
a^c'tit al th«- e'»ii i>{'the- vrar, KcK ke-fe ih't ill^i^trl! upon the tVrr afie^il 
rIauM'. William^ •^aiiK m» that mrh intt^rn w ii»l<{ h«' tVe*e to muvt* into a 
It'afleT^hip pi»-^itii»n. 

Sinre' 1^70, i\xr Hin krMU^r VinmdiitUm has tuddv a mntniitnu'nt 
ol miliit»tu am! h\ the en«l i>l the IM7;i-74 st'hi«>l year, 39 interns 

ha\e "^raiiualtMl." (M the 29 \s\uf have eontpleted the pmuram. 
thre'i' are now superinfrfuh'nts, an<{ at h^a* ' ten are assrKMat(\ assist- 
ant, "r area asMstant •*upennten({ent>, Pl\e have taken positions in 
(tniv('r<^iti(^*<» c»r with ioundatitms, ahottt uhich Vi'tiiiani^ n(»tes. "Any 
tinte^an intli\ iiluaf iit>e«*n'l --tay in the puhlie srhiM»U it is somewhat i>f*a 
lii-^apptMiitincMit/'^ 

Hut the ai afieniir program itsrlt'fas Mp[H^se»i{ ti^rerruittnrn! intt> it) 
ha- hern tfie major eottee»rti «>f tither r«'loriner?*. wht> apparnttly <'on« 
choie'ci that there' was no p(»int to putting new {X'oplr tm the satne t>Ul 
treMiinn!!. lUnx tt> av«>i«{ the* treMehnill heearne the goal. A pi»pular way 
\\a> *lip hxln the re'^^ouree^^. of the wlioh' unive'r^itv. \PKI/s rhe^torie 
l apture'** the •spirit. 

\PKI. th^parts from tratlitional programs in matiy respe i ts. 
It liraw^ upon the nation its training pot»L both for 
r<-rruitmont ami for instrurtion: it features imiii idual prc>- 
gramming* fa**hi«>rMHi aroumi fh*' partieular nee^ls of ^aeh 
student . . , the pn»grain e'xists apart fnun unive-rsitie>, 
but i**. at the -^atne time, ilepemient on the^ni . . . An 
infinite array of (>ppi»rtunitie!. will be avai!able.<^ 
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trjciitioiiai i'tirrirutum nwl <Ki!>Hir thr m'Ihm*! (»f ciiucMtitMi. Xrrdrtiiti^ 
ti» \!iM«{f. "Si -ii{MTirjrrnc!iM»t-» too nftni priiiri(Ktt'« \\h«» ha«i 
hrvii ph^ftiMlrii: uf'tr'n mku)\ n{ ihnu were* not trainc^it t<> uuiiia^t' an 
r<{u< Mtitnial -soc ial '»»«*r\rc r a«ft'»<*\. wlucfi U wfui! \lw txuulviu >v\utit[ 
^\•*trnt i*.*: nor wrtv tht v traiiinl in «'< niinmit s, putiti< »i* and «>lht'r 
rrU'\aiis •*«"'ia! ir?u c'>/' [ suaKv nmrt' tfiari t'xlmrtation was h<'('f'«i- 
^ar> to hriti^ about a^^if^'^ivr ti***' ot tiiii\rrsi!\ rr^otin-fs. atiii tfir 
Srv#*!i-l !iiviM>it\ C itm-^artiuni l*n»i«»rt ami NPKl. attt'inptr<{ U> built! in 
inii\rt«»itv-wiiie' cMnptTatinti. Sniiu* ^laiiiiatt* pr«>^rarns ur^t'il >tinb'nt> 
Im take roursc'-i. iMi!>tii(' the sc hool ni t^chtratintu wbilt- at \Uv utlirr viul 
iti that •^pet frurn j«>int prn^ra!n> U> train a<{niEni*<trat(»rs lor ilittVrrnt 
f\pc*<iit in-*?ituti<»n-* ih'\e|opri{. I'hesc ^enrrally {'all nmier the heaiiin^ 
«»f "tMfnin^-rf!-rntrn!i«»tr' pn^jirarns. 



TratntiiK-tn-( iommcm 

TUr hotiof! c»t trainirk^-in-rf>tnfn(»M ha> 'Sparked several interesting 
inno\ar'«»n-* in ai!nttni^trati»r trattnn<;. everyofie ajj^rees that 
a«itnttii?*tratit*n-t;na-ad!tntn*«tratiiin \> worthy <>t study or that >i*:nin- 
ean! eomftiona{itie> e\t^t aiuon^ tiiiierent area** t>f adnitnistratit^n: 
'^ehffo!-. eitie^. (tt>HpitaU. h!isine>se'?i, ant{ welfare ajjieneio. There is 
aNtt what Kruin Miking calls "{►oiimlary ih'fense/' the in<'vitahl<' ten- 
ilerii % uf e-:tahli>fie({ departments to re>ist etieroaefnnent.^ 

Propr>r!«'nr- ot the <:enerie approaeh reeeivf* a polite fn»ar- 
in^ \tittu their rctneaiiue-* i*t\l\ until the pr<»speet of rnajtM* 
rfianirei* in the or^iani/ation of the fields heeonies real. 
Then other \tners are heart! and the honndarie.s between 
di-^c iplines are drawn more tightly. Kaeh field reetijxntzes 
the c iunmon eleMuents as lofi^ as the identities of indi\ ichiai 
•*lndie«* ar<' n«^t lo**t.^ 

Miklo*. he!ie\e> that tlie niio>t firo^re'^sive traininji-in^eominon 
pri^^ratt)'"^ have *^tarled o!i entirely new eatnpnse's: The frvtne ranipns 
i^f the I niver«*ity of (lalifornia. Sangamon State I rdversity in Spriti^:* 
fielii. Ulinoi*^. and tlu' Retiina eanipns of the I tiiversity of Sa**kateh- 
ewan. Irvine ofler*"' tfie S, atid PfiJ). de^ree^. Sangamon State 
offers the \|. \. I \drnini*«tratio!U decree, and He|iina grants the Ad. 
Mikh»< et>nrhid«»s that the new profrfams are' a healthy* tieeessary step, 
though there i> as \ et no enipiriea! evidence of their \ alne. He i >bserves 
that 
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. . ..i<{mini'»tratof> rttti-*! hv ptrpartv! !o work with cKati|x- 
iri«i <»r^arti/atin!ui! -trinturr'*. rapiilU rhan^ifi<i ffivinut- 
nirnN. Aiul aiiliiK rat ie*«^ r.tthtT tliaii laiieMtM rarif«H. hi a<{- 
(iitii»n. nttire* arici nunv iu{u\\tu^iiitUtr> v\ili |»n>hai»!v ilix! 
thiMti**flvr«^ ihnvin^ trotn *mv [n-^UtutUmiil are*a to an(»fhe-r. 
Kfaii^tii preparation •.iiouUi takt* ro|»rii/aiic**' o{ fhe'>r 
!re*rh{*» am! In«»aiifii thr* trfirurfiiatr ran»;fsot'e art'e'r altrrria- 
U\ <{tAe'[opie!|: appropriate* projirai!i*i.^ 

Viltnifii^^tration tor it-^rH aloru* i> a lt*jiiti!nat<' fictil <>f •*tuil\\ Tlirn' art* 
enioti^h (*<K!t!r)(»naiitic'^ in tiw a(iniint>tratio!i o{ ritiVs. ii(»^pitai^. an<i 
-rhfMfU to jii-titv ttif rnrrgfr. !f tlu' variat{«>n*i an systt'tnatir, that 
kn«»v%!f«i;;«* will tjriiloubtfciU Uou ^trpptn^-^tcttir (or further aiivanfcs, 
Tal* ott Par ••on«» ••a)*: ^*Thv U iulrm x to <{ivi«{<^ the* ftAd ol>s« urfs both 
th<* iiriportancf o{ thf c oinnn^n rlf mf*nt>. ami the* ^\?*te^lati^ hdr^t^y^ of 
variati«»fi tiont aur tvpr^ to anothrr/'*" Moreover, administrator^ of one* 
ori^ani/afion frui**t rornmiinit ate- and e oope-ratr with ae{rninistrate»r> in 
either t\p<*«» of orgarti/iitioti*^. Organi/ationaf hontniarie's. ptildie* anei 
pri\ ate. are not w hat thev w e*re. The nuperititeneie^nt of a hi^ city se heiol 
•*vMem toelav rini**t know atul work In a ne'tw(>rk with the<*i!y inana^t-r. 
the* heaiN of major eity ile'parttnent^. the soeial •^e-rvie e organt/at!(»ns, 
ami an down the* li-^f. Snefi a network i«* neee*4sary. ami it nHiJ*t also he 
effie te*nt. Miklo'^ ^a\>: 

\n (»r^ani/ati(»n atteinpttti^ to (*(»pe with urgent MK*ial or 
erf^riofTuc [>r«>hleni«* flnd^ that or^atiization^i in other in- 
••titutitinal areMn have been ^rapplin^i witfi the >anie prof^ 
lent'*. Tile' i{i**ehar«:e of futK'ti(»tis in e»ne area re'c{nire> e oop- 
e*raric>n with — and even enlistment <d' — organi/atienis in 
aneither,^^ 

Training-in-€'e»nime»n is a sti*p teiwanl ecpiippingfntnre sehoo! adminis- 
trate>r«* with the ^kili-^ ne-ee-'Sary for stirvivai in the ee»ntph'\ anel in- 
te'nie'pe*ntie'tit m»rl({ of e*it> •*<'hiwd«*. 

Reform by Eiicpansiions The Curriculum 

The departments of eehicatiemal aeiministratie>n jiL^'tif'raUy re* 
spi^ndeef te» ea{U for reforfn h\ enlarjiinji the e*urri<*ultMM. which may 
now tne*hi<{e» e*our*ie> in the polities and eeone>nu<*s cd* ediK*atiem. the 
seieitdogy anef p«»y(*h(di»^y id e ortinuinities* e'dti(*ati(»nai ptatining. and 
method"^ <»f ed!t<*atie>tial researtdi. Tlie traelitii»nal courses retnain: 
introdue*tie>n te^ aiiministration^ super\'isi(m of instruc tiein, elementary 
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ami ^f«onil.ir\ *»<hoo! a(inliln^tratic»rl. Thr iradttionai ot^ering^ arc 
vdsih till' nio^r innniKMK 2S per rrnt «it llir pr(>fV><Nor> trafh the 

Thf fiiadualf licparliue^rit'- ••(Hi^ht to «>«Mpr the* ^anu* trrad- 
inili l»\ <'nlar^in^ it. An A \S \ ri p«>rt mnvd th\l\. "In ^c-ntTal. in-^titii- 
tioii** wrrr wutrt* liki-Iv to a«{il rtfu pnt^rarn elrttifrit^ tfiari to tlelrle- n{({ 
ofif^/*^^ hi^*ituri(»n*^ utiiirrtook « urritiilu!ii rriurrn uiMirr prrssurt* 
ttoni '^fveTal •*<iiirrt-*. St^fnr pniffs^or*' arui ^tin{rnl>. ihv pMigrfs?*iv«* 
fliijiir fn pfoff^-ional or^ani/ation*., af!c{ ihr founclation^ favijrrd ati 
fxpafiif -ci rurrirerliit!!. ('.\r^V^ Stmirtftin^ nf St(*rr H\ in lvr>8 had 
viU'tntruL^vd hnnuirr kriowl«'«ip-, lireptT trisi^fit into c uhurai «{is< t- 
filirif**, ami ({rpth of uruirr^^tamlini: in rrononiic s an({ taxation, MK-ial 
aftthrop<ifit^\. pnlttiral ^cMt-nrc. Anirrican fH^|or>. and litt'rature. The 
t'liiir .tiofi ^rfiool ff^poriiini |i> rxpathlin^ its i vn offerings* ratbt*r 
than rt'ijiiiriit^ «li'^rt*f rarwlhlate's to stiniy tiiosr »*uhjr<'ts flsfwliere in 
thr univt'r-^irv. 'l'\u* tHi>-v«'ar ^raiietalt* s<hiM>l rr«{nirrrrirnt for A ASA 
nif!nlM-i>h!p nia\ have' Ifvrti thr vtron^ie'st pressure* of all. That new 
rrqinrernent an invitation t»> rxpand: ^ttnients *»tayin^ arounii for 
two year'* nrriietl mmt' t imi'^v> than fhf traditional rurrirninni of- 
ferrfi, l.iheral re-fortruT^ fVare'ii the* worst, that the lU'w regulations 
w»»nii{ j>nlv lead to more work cm that ^muv treadniill. Harold Howe H, 
later I . S. ( .'ornn)i>4^iMfu*r of Kdueation. wrote in I%2: 

(h\r Wf»nder^ wlie'th«'r the action of the \ ASA on meniher- 
•^hip may not have tlie e-ffeet of -solidifying the old proee- 
dure?s U\ ^ivin^ their c{rv<>tees many new <'tistt>niers to 
^erve before th«*r#- has heen titne to teach the eooks the new 
recipe. 

The'*e were tvvii itKtjor tfiru^t^ of eitrrieuium refonn In the lV60's: 
expand the* ct»ur'*«' offerings withlti the departments of educational 
aiintini^tratii^n. «^r .>ut<ii{e the M-hool of education Into the unlver- 
sltv, Otit-^itfe* funding, from a fonndati(»n or the fe-deral jrovernment, 
proviileii much o{ the ifH entive ff>r iintversity and school of education 
ccuiperation. 

r.ertainly, •"Students of educational administration have more 
specialized c our^^e^ Ut chooi^e from ttMiay. l*roj»ram requirements are 
likelv to h*' more flexible, enabling a student to specialise, perhaps 
ait!ung for one of the new rolen in the pndession, sut h a-^ rdtic*ational 
planner, buiigt-ting •^peciali-^t. or evahiat.»r. 

The FonI Foundat'on an<f other reformers urgeei anothc*r <*hange 
in the training of admlnistrator>: a more clinicaK more urban-oriented 
internship. An internship, usually of a year's duration, has been a 
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conipont^nt lUv ^tandani ailministratinii training pn»}iram for the 
iliM-torate: Nrw York riiivrr^jity « rratf'<l the ruiHle'l in l^'M (Uvo years 
uf c out**** Hnrk fMHov%f<{ bv an iMtfrn«*lii{if, Ami tno^t pM»^ratns are 
copies or variatiofis. The retonners watiteil tti make the internship a 
central part (d traiiun^. TooolU'tu Mea<{e •^ai<i, tfie internship was t«M> 
short or was iiise«»nnec fed from the rest of the training. After <-«Kirse 
work earnt an intern^^lup. during whic h th<* stntient rat<*lv eonimuni- 
eateii with either his acivisor or anyone else iti ihr iiepartntent. The 
experience was reported and perhaps anaU/ed in isolation: the stu- 
dent ^ra({nated and went to work, perhaps tor the system in which he 
interne<i. Despite widespread ilissatisfaction with the internship* 
changes have* heen of the tinkerinji^ variety. Some schcKils are expe^ri- 
menting with ^^hcjrt internships an<{ *'field stations/* in which a f^ronp 
of intern* placecf in tHff<Tent parts of a sin^U* system, The^e stmh^its 
then di"*cus«* and compare experiences. 



StavtnK Within the System 

It oii|iht to [m* clear that the single thread running through these 
reforms is rhe san< tity of the existing system. Reft>rm from within ted 
to expansion (>f the scIumiIs of ethication. The reformers supported by 
foundations ami the Office of Educatic^n «in the <*ase <>f NFKL) urged 
use tf{ the university's total resource's. Sth one argued for training 
outside the university's c ontrol; few worried about in-service training 
for th<»se already tn\ the job. 

Reformers c mtside the school « »f eriucati<»n w^ere <bKibtfuK or even 
contemptuous, id' the ablUty of the schools of e'ducation to train schi>ol 
adnunistratt>rs f<>r a rapidly changing Wf»rh{- Howe wrote hi 1962 of 
*'those welbe'ntrenchf*d professors of education whi> are devoted tothe 
over-analysts of the ol^vious*/**'* The reformers believed then (and 
continue to t»elievel in the ability of the maj(»r universitic's to<lo the job. 
Me*ade believes that the original Seven Tniversifv (ionsortium f'roject 
wiHild have been more smcessful if the programs bad beett the resp<uw 
sibittty of the total university: ""We should have re-emf>hasized that 
!<lea, especially with the university administration, insteatl of expect- 
ing the schools of edu(*ation to carry su<'h a message and mission."*^ 

The task <»f reforming training for edu<*ationa{ adinir l .trators fell 
tl^ the academic cc^mmunity l^y default. The practicing administrators 
and their organi/atiofis never had the dominant influence. an<{ debate 
has been Iietween the ••within-echication-schoor* faction and the 
"within-university" faction. There' was never any ({uestion of training 
outsteie the bounefaries u{ the universities. 

ERIC 



Reforniiit^ AtfiitiiiUtrator JVuiniriK: 



39 



It Us i( ilieff {la** b<»t*n an imspoken a|5re*e*iiu*nt among the* 
n-t'cirintT?* in t\w that only thfa<inunistrati>r**<»f tht' future wou|c{ 

hrt- vjMTinu'nteii wiifi. ProtV>«^ional inllurnrf — the ^uperin^eniienls' 
relut tanrt' — umv ha\f Uvrn a f*ari«>r; rnoif than likely it was the 
refWrtner'^'eonviction that a tVesh -^tart with younu pecrpje was ptissibh' 
and better. Their bias was that t«<ist superintendents eouhin't really be 
restrained an\ way. The* ar^iunient ^t»es this way: "If refortn has to use 
the edui'atiuu >ehtM>U. bad as they are. then at least reform ought to 
begin with tinpoliuted rninds." The* Kord FiUtndatiott was interested in 
refornnnii training pn^gratns and nt»t in retraining th«>se already on the 
job. a< eording to Meade. whc» helpe*d design the Seven Tniversity 
Program: 

We had tw(» options: help the university reform its progratn 
fc»r edticatiotial administrators, uc create new an<f separate 
pn>gran!^. We pirked the firvt caption. Such a strategy did 
w*\ menh witii retraining tho**e on-the-job. but if we had 
gone that ri»ute it wmild liave required a ciifferent strategy. 
Further, it was an issue that was of little «>r no interest to 
aniver**ities at the time we started.*® 

The impa(*t of these reforms is difficuh but not impossible to 
inea^^ure. Kducatii^nat administration is now spoken of by some as a 
sc ience, and the ci>nunc>nalities of administrative behavior in all sorts 
of areas Mnc'hnling schools^ are being studied. Superintendents now 
have m<»re training than their predecessors, and the administrative 
hierarchy has many new positions betweefi principal and superinten- 
dent. 

The graduate* training, however, may not be essentially different 
todav from what it was years ago. Desplt e all the discussion cd interdis*^ 
cipiinary programs, only Hurvard's Administrative (lareer Progratn 
and a few othe'r^ ha\e' dropped the retjuirements for a formal disserta- 
tion and have substituted a project and internship. Contradicting 
MikloH* (ibse*rvation. a 1971 study concluded that the do(*torate pnn 
grams established since 1959 were actually {e^s adventurous than 
programs in tfie older schools of education. 

It was hoped that n^arked differences might emerge l)e- 
tween tfie old attd new instituticms indieating new trends in 
pre-paratic^n «>f students embarking upon <io(*torat study in 
e<{ucati4>n. Such was nf>t tbecase. It has often been felt that 
new instituttcms are afforded opportunities to experiment 
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and to ittti(»\ate i%ith(»ut the traditicirial barrirt> atu! pres*^ 
*.tirf> iniptn^tng lonjji-establi'^hejf cirlU'ge's and uni- 

vrt^itii-'*. n<»\vrv«'r. it mii\ wrll hetfiat tfte-nre*«i t'nMt»c-«»jini- 
tioti amf acrt'plance* places new in>titntM»n'- in a les> fa\t>r- 
dh\r pi»*»i{ii»n with the tt'^>uU that trnitatiuti nf t^^^tahhsfied 
prai tice** i»» ^iveri ^re*ater priority in the torniative >ears 
thaft i\ir ^fttiiifi up iff new and experimental pn»^ranis.*^ 

Donalfi Mitrhr{r»*eM e'llent >tuiiv i l.tutk At Tfwiht r looked \> nut 
hopt'ful ah<»nt fhf pi^^^ihihtir^ nt rt-tnrni: 

f ho^*' whii hf{ie»\e*d it p«»'i-il>h' t«> c hanfie hi^ht*r etinea* 
tionjl in-titt.ni»n^ and thu^atleft theitiput inf«>edurational 
adnufu^tt.itie^n nni^^t c-Mnet'tfe tliat. presently stru<'tured, 
thr*r iti**titutii»n^ «h> not ha\e tfie !ie<*e>sary flexihihty to 
.td«»p! pi*^n>i**i!i^ inno\atii>n-i. fNogranjs at rnstltutioiis of*« 
fffin;! .td\anroi{ degrt-e^ \x\ <'(hH*ati«>na! adniitnstration 
\\A\r a ;:rf\t! fh'at in rotnnioit.^** 

Mtirhfil ha** *»til\ Ml'*! he'^nn a prei^raiij of his own (h'sij^n in e*dnrational 
adtuini-it.itititt at \M\a I !n\t»r^it\ in Kh»rida.* 

Mil* he* ri»iht. l lie in*-ututi(>ns nia\ not Ik* al»U' to a<h>pt 

pnntii'^tft^ HUt^vatiiin^. hut ret'onn dit{ hringehanf^e. The most strikin|5 
i han^r. win< h \^ at h-a^t in part attrihutahU' to the retornt imivernent 
tand it-* r!tt»ni-v k ha-* iM*tMi tfuantitative: the rapid ^row tit cd'educ-attiinai 
.idnntii'^ff ati««iut» a fi^'id of •.tndv. Betw«'e»n i^M)and 1970. the number 
♦ »t I ^'•titii!i«»ns #»{|f»ring d*'|L£re'f' programs jn (*<{urat!onai administ- 
r.ttf»»tt trip[e-e{. hi fM72. ihfre* w ere .*i62 stiff i insfituti«>n**.* Tfiirtern new 
[♦fo;:! Mpfrre-d d«»of** he»twrt»n IMTO and 1972. ami \\\v I (iKA 
pM-du — th*»u^h it t\ii**^ ni»t e-nt tuirajie — etKitinued |ir«>W'th ihrouj^h 
i fir ntn!if»-r »»t prnfi»^**fHs fia«- d<nd>h'd «to 2.0.S0i sim^e^ {n 
i97CJ. ."i.H.i^ i{*M !«»r,irr-» in edm atioit wrrt* auarch'd and 1.127 €>f these 
w# i r \\\ t ihi* .tf MMiat aeimiui^tratiofi, tlvt' times tfie nnmher aw anied \\\ 
VH%i\ i n t[|f 7'/. KM nia"*ter de^rt-e*^ iu eftnratioru H.9M> were in eduea- 
{i«»tK!! tdt!.*ni-ti alion.*'* 

1 hf { fi.iti^o** ifi ( fititiration re'epiirenients alsi> stinitdated 
«:f«iv\tft fhf \ \S \ rfipiirernent htr Iwo-vt-at pr«>«»rafns riift oriU meant 
fti.if Hidtvi.hf.t!^ fi.id t<> have iiKire training: it aU<» meant that individn- 
.tl- had f»» h mt»r#- traifiing: i! aNo meant that institutions ofte'ring 
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otiU i>ne-vear pn^ifmnt*^ had ti» f^vparui U> ^urvive, fur no |>n»s{w*c'tive* 
a<iministrafi»r wo:t!<{ want to attend a [j^radtiate {>rift|£r'*n« that tiict iH»t 
rnahlf fiini torarn lii?* c rrdtMitiaU. There ua*^ att tnrvii ..itity alMHil the 
expansion, arroniitii^ li» the I (IKA* a M»rt of "keeping up with the 
Jt»tu>e*»** lo\iU\ The ({eparttiient with a cme-year graduate program 
went to a two-year program. Seho«iU whieh already had a iwo-year 
program hegatt doctoral pn»gratn«i« and thc^se already awarding de- 
greo in (education branched into educational at{mintstratton« at one 
grachiate level or another. 

One < an "Speculate — and we intend In — about the cptality of 
training available to eciucati€»nai ac{ministrat€»rs« but there can be no 
mi*«take afumt the ({uantity. There are ton many eertified adminis- 
tratitr**, anil the graduate* schiK^ls of educational administration are 
|iro(hicing nn»rc each year* The market is already ghitted, and perhaps 
we will nee wholesale "refornr* — fort^ed by econ^mie nec*essity — of 
-ichooU of education and their departments of e(iucati(»nal a<hninistra- 
ttnn. If this i^urplus and its attendant consequences are the major 
impact of the re^t'orm mi>venu»nt* that ought to be irony entuigh for 
an\c»ne. Perhaps reform from outside lanci largely fc^r reasons <^f %*alue) 
never has muc*h impact when the tnstituticms being reformed hold 
ilifferent values and really do not feel the need to reform. That may be 
what haf been occurring. 

The prt>gres*«»ive forces wanted t<i change the* ch'partments of 
educational administration. The result: the number of programs tri- 
pled, the period td' study f<ir c»ertifi< ation tengthened^ and the nutnber 
of graduate liegrees jumped* Just what effect the refortns have had on 
those wh(» teaeh edu(*ati(»nal admiriEstraticm^ and how they teach it« is 
the sul^jec t cif the next chapter. 
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CHAPTER FIVE 
NEITHER WISELY NOR TOO WELL 
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macif* ciurin^ !M5(^72 to rrfonn llw training; of t*(iuc'ati<»nal adniints- 
tratt»r»». That t^vatnirtatum Wii In our dssvrtUm that the greatest change 
was ctuaiititative. There are three times as many departments of 
echiealinna! acinunistration now as there were in 1940, an<! twice as 
nuuiv professor^ as there were in 1960. 

The quaiitv «>t the post-reform training is chfileult to gauge. Only a 
tew i»t' the ru-w institutions have been adventurous, and there have 
been tew sharp changes in the pn^grams of ohler Institutions. We know 
that admini^trat(»rs ni^w go t«> st*hiM>i huiger, hut more is not necessarily 
better. 

There is anothe*r way to evahiate the training, and that »s by 
evamining th«- fac ilities i>f «nhM atio!iaI aciministraticm. Who teaches 
the f uture a(iri!ini«»trat(»r>? What issues concern them <feep!y? What is 
their own training ami !»aekgrc»un({, and how ehfferent are t{ie profes- 
Mir^i ni»w, after year** id' pressure for reformif 

This chapter uses data from several sources* to provicie a profile 
cd'the full-time and part-time faculty me!!d>ers. The chapter conchides 
w ith our speeulation about what lies in store for (iepartrnents fd'educa- 
titmal admtnistratic^n. f*':w that ihedentand for prinripais andsuperin* 
tendents i^ decreasing and money to supp(»rt the departments is 
!»earce. 

It is c*onventiona{ wisdom am(»ng pnmiinent profess(>rs and schol- 
ars of eciucationai administration that "[there] appears to be a rapidly 
grow ing training caftability . <m the one hand, and diminishing training 
neec{s for traditionally «{efine<{ populations of educaticuial ad- 
mini*»trators/*^ Translatecf. that means that schocdsof edu€*ation and 
de*partmc*nts (»f ec{ucatic»na! administraticm are tunting out wou!d<-{»e 
administrat(»r«i in im'reasing numliers but there simply aren*t enough 
job*%. 

Sehool ^tiperintendent^^* principals, and other currently em- 
ph»>ed administrat<»r** reac t to thli^ news in different ways, no doubt. 
Some visualise a hotde of ambitious, hungry young talent crying for 
jobs. Other incumbents see a larger p^nd from which to draw talented 
as*ii«»tant ^^uperintendeut*^* principals, and xpeciatists. 

There* i% another perspe<»tive from w hich to examine the continu- 
ing surplus of educational administrators. That is that despite the 
clamor for #-hange. edu(*ationat administrators are by and large being 
trained in the >ame ways by the same people, emiy in greater numbers. 
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Where l>o Prof(e!»M»i> dome From? 

I'hr t lU'hr that «^up«*ritit(*ti(i(*tit<' t iMtH* tKMii tin* r.tnks (»t c'o.ic'bc**« 
ami ph\<^ii'al niurafitifi tfarluT*' ha** mmiii* %alitiil>. Sf\rn!>-nvr jmt 
c-eiil of i«Mia\'-» ^ii|M*ritit»'fH{rnt^ foat he'«{ ah^u^ \hr way, hut that clurn 
rtiit tne*att t iMt hifJg a prc»virif» ^niund nr a rerrtiif ittg < e»tticT. Iti fact* a 
>trrat ttidwy ifa<'hf*r^ -mr as nwhe's <iurtni: thrir i dtvcrs wtth(»ut 
e*ve'r ri^ikin^ prt»rn«»ti(»n ic» afitninUtration, arui prohaf>lv without c\rn 
}%anut\}i it. 

\ cornparahir clfrhr ahfuit prtite*«*^t»r*« tvt'rdtH'atiofia! athniui^tra- 
tinti. that thfv arr jWrnier »*u|MTinttMH{rnt«*, <*nntains fn«>re* truilt. Iti a 
f\{u< al i{f{KirtnH'nt. i»ver W ptT rvtw M the* full-titur atul part-time- 
la« rttt\ itiv Unrnvr aiituiuii^tratnrs. In threT-<juattfrs of the tlepart- 
rnt'fit. r\rt\ tacultv tt)c*rnbeT iva*« oner a ^^^choni atifuitustratcir. 

"Kcirtne'r aiirTiini*itrat«»r** <|o^^ ri(»t m<*aii that t'vcryoiir n-achni 
ri'timiu-fit a^f' in th«' a«hniui?*trativt' pdHitiim and thrn rrtrratcMl tt» tho 
nni\ rr^il\ . hut the <!ata on a^r su^r^f-it that thi> was the c ase* for ({uitr a 
f rw . *rh«' av fta^e* a^e for tuli-ti nic lat nlt v inrnih*'? 47. f> \ eat s. ( >nlv 
17 «»l the full-tttne* f'aiuhy Hiirve'\e'«{ by tfu* A ASA werr un<h»r 30 in 
|yf>V-70, an<{ few«*r than 2a per rent wer«' un<hT 40; 355 were over 50, 
ami ahtioHt 15 per refit were at ic^a.**! 60. The ohiest was over HO. 

We are not ii^in^ aji<' a«v an indic ation of unwisdom c»r ineompe** 
fenee. However, the figure*, lio suppe>rt the t*onventt(»nai views of 
profe*^*<.(fr*«of f'Huc ationai administration: most spent tMf *r first careers 
iti administration, and teac hing is their seeond <*areer. The informa- 
titifi tm a^e jiiives the He to the view that ait pr«*fes?*ors are retired 
adrninistrato; : iftliat weretrue. the average ajiewinthi In* closer lofKK 
tit>t (7. But the data on a^e do support tite oi»»»ervatiou tliat few people 
join the fac uhv at an early age. 

The **%fM-ond eareer'* is a popular notion among sehiH>t superin^ 
tc*nfic-nts. arni judging fn>ni c tm\ersations c»verheard and partieipatc^d 
in. tfie prt>te-»st>rsiiip W tlimight of as a sinecure, a well^deserved rest 
from the *»torm<» of put»tt(* seltool adnunistration. I'ndcMditf^fily it is a 
quieter life, {lut wheth *r ^tu* ents gain from the arrattgement is open to 
tpn*'»tion. It is mtt a ^elf-evtde-nt truth that hose who c an dci can also 
tea<'h.'* to turn that ohi saw on its head. 

ft couici he that superintendent^ lack the lialnt of reflection si> 
often foutifi in excellent leac^fier?*. Superintendents on the jtd» iiardly 
have time to reflect. Perhaps* fortner ^superintendents are hcst suited to 
teacfi the* "nut«* and holt«»" cour?*e>* on running a -iichtMd or a di?*trict. hut 
thovr ate precisely the eour?*es tfiat must he '^unlearned** on the job, 
according to a f ormer ^superintendent and <*hief state s<*hool offict^r in a 
populous Ka**tern State* '*Ju»*t teach i*tudcnti« to read, write* atid think 
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rU'arlv." In- ^Au\. "K\f*tv «li-.trirt .ilrratlv ha*» :i **v>frttu and iUaX^ 
nhftt' till' *iMJf«» .tini hirir*'' ou^lit to Iw liMtrirtf." iN^rhap'^ \\\r rlU Uv 
"tho-i* hIh* « aM i tfMt h/* •^fiMiMil <ii«^t Miiit ii, nut |u-t -i«K»if on it** 
hiM<r I '-tlh*tt!»!e\ "Sotnr dn. -iiHlf frMrh, an«{ %tmt* IfW c all tin 



TUr ba-ir taft^ alMui! flh^**- who traffi (Niut atioriat attnuiii^tratlon 
MKiriil reTiMrkatfU (ik<* fh<' ilfMTiptioti of todav'** •^ii|MTlm«'fi«h'nl**. 
\lrni»-t at! an* inale*. uhitf, Protf«*tafit. an<{ l><'r«o<-rali«* h\ fM>lilifal 
pt i fcTcfn *'. ^ M\ 2i) p*T i't ni dtr (rtmx urban area** axul alMUit halt wrw 
riMZfi! if! \hr \\u\\\r^\, \fiti tli«'\ an* fairly well paid: ovrr 75 \wf rvnt 
l arni'd at !«M*t Sir>,(HKM lW/-70ifatatant{ tfif avf ra^r 12-fiiorifh **alar\ 
wa«* StT.M!.>. \hni>*l half ar«' f ull profr*«%t»r** aiul ahiio**t 80 prr wut ar«* 
at h*a*t a^^'Oi iate^ ptof't'^^^ifr'* and are' l»'fui!»'c{.'^ 

Th«* 2. \W tulI-tinH' and part-tirnr pto{r^.Hnr«* Ifarh iti depart* 
raiifiin^i iti -^i/r f jorn 27 tt> one pndV^Mir. \inrt\ prr cent of'thr 
di'paiUiM*ttt»- titv arrri'dited ofir a^(*n(*\ or another. There' arc* 
2.>.CMK> '•tudent'^ of ecfnc ationa! achtiini-^tralton tl%9-70 tl^ttre^i^u only 
K2<Kt of whotu atte»nil fuit-fime.** 

Like the iaeidtv iiuui lik»' pra« tiein^ •inperinfendc'nt'^. tor that 
ntatten. the ^tinient ImhIv i-» predoniinantly niahM^Oper eenlK am! th*» 
average a^e i^ (hilv 3i> {ler eent h«>p*' \n In* -tnfK'rifitenth'nt^ M>«ie- 
dav, aec onlin^ t«Kh'partnietita[ reeorcN and e>tln>ateH, hut not ail of 
tiioM* will make it. There an* otdy about !r>.(KHUuperintendt*nts in the 
entire eouritrv, an * the nupertntendenev roenible^ a revi»lvinfi door: 
m«>*t id the rei-e!it!>-departed superintendent** ^inipfy haek in 
ariotlier dout . That to «*avt the rate of e»\tt (roni the pndessiim (rmt 
fVctni a •-peettic jid»» \^ imu h too ji^w tc» aeecMtiinodate all a>pirant«^. 

hat kitid id training di» the 25.(KK^ «^tttdent«^ of eihit ational ad* 
rnini'^tration ree«*ivey The ^^tuth'nt has more* rtnirM*?* to cdtcH»>r from 
than a «{ef.tde aj:«» hetau^e a[nio*%t everv department ha^ aihtt'd 
c ourse*, \eariv three-ipiarter^ of the in^^titution^ re^^pondinji to the 
\ \H \ ({ucrv *aid that the> had ad«led new eour^-en ^inee 1960-61 •Only 
29 pet I f-nt repiirtc'd deieticm*. The traditional eourse?* are sttli the 
mo*t fi^inrnoti: 2.'> pet c-ent of the facility report teaching the* introchie- 
tor\ I iiur*e eaeli vear. 



VHwt The FaeuU> Be!i#'%ef* 

y Some of the trnpetu*^ tor reform jxrew <i«t *d* a eoneern that the 
faf'Ulty ua«* o\ef|\ homo^eneou** and p(*rbaps meditK-re. hut not very 
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niiirfi rHoiMi «MU»t^v ^piilfif mwi itilo farnlt> rt'i ruitfiH^nt. l lir pri»ft>- 
-•»rH an* ^till wfiiir, mmN'. ini(i<i[r-a^(*ti. diul forth- hut \vr lia^t«'n l«> 
tftc ('Mtt<-lu'^t<»M that thtu^^ havi* not tteM't*H«.ai i|\ chaii^t'd. at h*a»^t 
untti ut' fAanum* lUr tiata «ni tfu' attittith*% aini roni cTn-* •»f'tli«' proff'-* 

A **tti<i\ «i«nt«' hv the* \ \S \ ('(Mti'hhir*^ that maii\ ta< n!t\ iiie'mlMT^ 
Ua\c *|M'« iafi/fei traininfi arul an* inhahc \u inilh^ok. {{owrvrr. thr 
t|ti»"*tii»ni!air'' wt ui t>» (i(*pailrtu'ttt htMci*^. wlio vvt-rr ask«v{ t«> pri>\i<h' 
thf itit«nnta!inn alMnit ihf e'titirr fh'paitftu iit. He*!laf)h* that ititorrtia* 
tion f!!a\ hr aiMnii ifi** hac kjimnml afi<{ rmre'iit ^a!ari«> i>t thf e^ntiir 
ilfpartr!i**rjt. thf art-^vvcrH ahnitt attitmlf> ath! bcIiftV inii^t Ur 
I'vahiatfsi ihffrtfUtU, Prthap* hi -Mtiu* ra-^i^ the* fh'parttiuMit h«*a(l 
•.iii\r\» #i fii-^ drpartriu-rit: in titfu^r i a***'^ tfir h«'ai{ man may havr ju^l 
iWlrA iff fh*- ari'^vve'r^. NVf l an im(\ •^av with «'<Ttainty thai the attitmh- 
ijtu'^-fiort-. rt'Vfal nfiat th<^ \u\u\ of ilu* f{<*partnu*tit thinLs ih'pait- 

F«>r «'\anip(«\ the* ftrw^that all ta« uU\ tiu'mb<'t> ha\r v|K'* iali/ril 
traiiiiii^ t** •^u^peuE. -^inc !• f ultv 20 pn < fiit ai«' tt'|»Mrti*ei to Hpciiali/c hi 
*<M'iiiTai \iiri»i!U'*fiat»o:;." It mav Uv that th«* i»pcn-«*mh*fi (|U<-^tii»i) 
"!M«M'*r inthc atf tfif **{if<'iah/ation i>f fulUliriirfaiHilty mrmhfr**i with- 
out anv ptt*\isinit hit ''no ««pf(Mah/atH»rr^ ptf«>stirc({ n'sp(»m{e*!Us int«» 
t{i'*<'«»vff in^ «»r rfnwinhrrin^ ^peu ia! fu'hi^ for rvrry preif««>*»nr. \\ hat- 
r\r: ifif' ca-r. "(rfruTal AchtMiii^tratiott" the' nuts\ fomtnun special 
tirhi. luHttwfii f>v " \ihnitn^trativ(' I hc'orv" (15.8 prr < rnt of thr pro- 
tf**%iirHi ain{ fjooj tltiaiicr t prr c « '»tf. TliM 15.8 p^r rru\ are* 
Mh'ritifM'ff a* •^pt'i iali'-t'* in tht'»a> •-»^^e*N»t* an iinp<»rtant rhan^*' iti 
tlfparfnifnta! makfiip. One- of r<^hnrnfr%' Hi?^he»* wa* that nn»rr 
intt'lh-« tua! .-ni r^v Im- i{«-\o|fiI fe> ih«*orrtiral mattfrn. If tliat tiianx of 
tiif ta» uhv UnM' >pi'iM*ih/« «f training in thi'inv. perhaps thf prew^iurr 
h»r i'han*!e- lia-* had an fffrrt. 

I hr \ \S \ *tui{> « «ni< hnh'* aUo that famhy rrM'trihrrn ar^ n«-r- 
a!h avvatt' (»t atui t-Mttcrrncsi ahi»nt thf^^aiin* i««*^ti(*«» that trotihU* urhan 
hool *!ip#*riiit«*m{*'nt**. A-^kcif to {ih*ntit\ th^' tnafnr !«i»«*ue's iachi^ 
•^rhooi •«up(*t int<*n(h-nt«. th<« ih'parttni*nt hraiU iih'ntiftrii : oc'ii>- 
i fihtual {"-m'** um hithn^ an«i r**p;Tia!l\ racial pr«»lih'ni>> a^ re-ntrah 
That wa- the' iirhart ^'Upe'tinte^neh-nt*-* an^^we-r* Maj«>r ts^iie'- 2*5 
HeTi' nM»ni*v. *ch«rtii •-tafi iflatron*^* iftnovatieMt**^ ami tfu" eh'manti hir 
chan^*'. an*! « fian^«'** \u \ ahi*'^ nr h«'lia\ i<«rai rM»rnK. ( ih'arK the* hesui^ 
«»f <Miui'atiMita! a<iinitii'«rratii»n »h'pai ttncnts anil the urban 
•^lipcrniti^nih'nt** tiiink a!<>n|£ HjnnLt: hrii'^^. 

I hat «»u^ht t«» ho jiootl nt'w-*. The' prole'*. -^or** are' in tune- uith iirf^an 
i-^^^ue*-* ami < <»tH <'rns. Tfte* lly in thi> particular (»tnttne'nt i> that thf 
r«'p*»rt mmv^ jnim th«' ih'partrm-nf lie^i«l^. nho may tft may tmt talk 
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\M\\i \ t.n tiltv .iImmiI llii^ mw .t»!\ Mtlu't t i-»'^in'. K\rt) tivm* (ii<-tni 

ihf ♦llfrt t rontlirt |M|v\rrn \ \< int« H'!!! .tt i< ill ^ i*i thi' 

C ..t!Uj»lM-|[ Atui \r\\r\V^ iuuiltVtl^ tit'^rlVf c.lte'ttll attention. t'ltftS 
-uii{»»»:t tfic* « Mfu !n'*if>n tiiaf inti(»\att\r prn^ratn'- Mr nut !fkrt\ t«» 
lir lii'ttrralfii trnin \\itfun «.in«i origin {V*»ni vvithin a jinoil 

|»r» i{n !<M «»t -u* Thc'v a^Fff with tin* \ \S\ ihat ihr pio!r>>ur»* 

Mi' laiilv ut il paiii. \\\xh nmrr than prr t ru\ tnakin^ **\r\ $2(MKKi 
afifuialU . Mui vMfh an a^fta^«- ^alar\ c»f «»\c-i S!7JHIU. \iM>nt nrjr-thini 
f Mfu M\i'i Sl!.(KH? a viMi \u ( Mri^ultin^ 

t hf p! t^tf-^-t^t i\\A\ lairlv paiti. Init tipparrntlv not 
fUe»u;LLli paiti. in^i^iin^ front tin* rr-^pon-f'* to orn* o{ (!ain{>lM'il ami 
\fvv «pM'^!it»n*». I'iu' proif'-^or-^ w nr d^^knl \n rank tfn* thr^r tno^t 
nn{» >f?4!ni ♦ «»n*if{»*ra*i»»n'* in c'\ aiiia!in»i a new joh ojirr. \ •^i^inifn'ant 
in» ff.{«'f lit -a!.tr\ wa-» t\)rii fii^t c on-Hit{r»!aticrn. It v\a-^ ai^«t tin* '^<'< o!i«! 
arwiflnt.l r;M»*t nnportattt <-on»vi«{cTatiot!. K<'^i(»n of the cotinttv rankt'«! 
N«nrtli. {n hnul rnonrs. rnon«*v. ind n»oni*>» Imt aiira*! of niorc able 
-^ttntf'frf*-, pf of!ie»f io!t in at'a«h*niji* iMik, Mu\ ini rra'-e'ei re-rarrh ^uy- 

pott. 

\-k»«i tiiri! ultititatf p!ojf-.-i(»!!aI ;«oaL '^M pri ^ rtit i«lrntifM'«l 
po^itiofi- of ^tatn** tor tlu-rn-fivr'-^: onU 17> per (*rn! fioprd to itiakc a 
•^n[»-tatittal < ontt thtition to krit*wle'i{*»f'. antl onK otu- \u 20 fiope<i to 
{•ontrilHite to tin* !M't*fTnirnt ot athnirii^trittix f ptacticcl 

\\h»»n the \ \S \ a-ketf the prot'e«**-or»* to i(h'nti{\ tiuijor eonec»rn^ 
oi ^nperi!)tr'n«ient'*. their an<wer-» rorr*'!atetl fuMjiU with tln>-»e ot 
ttrlMn ^uperint<'n'i<*nt'*. But wherj ( lantphr'ji Mid New a*»ke<l tfiern to 
i«{etifitv (trorti a h-t of 12? tfw •*erion^ prolrlefn^ {a«'niji their own ilrUL 
\\iv\ apriMci that tftere w efen'f matw . T\u^ pro{e-'-or»», 98 pe! cent nrale. 
9r> per «-ent v\fiit«^ rrnhi not evt'n a^jLtee that the alt-'etn e « t fnirioritv 
pet-on<« vva^ d rfou- proMem. Kit teen p<'r eent ^a w it a** a verv -^eriou!- 
pFohle fn, \t\\\ urMh twice that tniniher 429 per ei^ntf «*aw it no 
ptoE>|eni at iUI. 

The rontta«itrtion i- ol»\ion^. \h*w rju a {aenlt\ in tufie with the 
f oru'ern- t»t urhan ^Uf>e! interufent** he ^oottt-ot-totielt a*- to ^rv nothing 
w ton^ w !th the'if "wn 9.") per c ent w{nt<\ 98 per eeett nuih' -tatti^V f>nt 
v\hi« h fi^nre'* are to he» Kehevt'il'.'' 'I'fn^re wa* a ^r«'at fiifle'rertre' in 
*urve\ te< f)ni<pie^. ot l ortr^e. The \ AS \ a^^keci one rnaf) to •^ptMk tor 
thei{epartnient; ( ;atnf>lfeli an<l Nev^eli «*nrveye<i irt<iiv i-hial pM>te*»«^nrN» 
I'Ur v^ei*»ht of e\i»ie!ree i- with the hotter. 

<*anipl»e!l aiul Newell emphasize' that profe^ntir^ of t'cineationai 
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•*c«n with thi'if ••»»[i»M;:wr'- at \u*i\A ^ K \ atlilfatr-*. Vfiil wt* **h»»nli{ fii>!f 
tli.i! -irjiil.ir -Hin ve-V"^ of »ifMih-*|H ot law vr*i to! e'\aMlf»lc^ mijiht {>r«M{nrf 
« i»lti{»ai ir^iih'*. Hui lUtt'^r ir\Mi\rl\ riu-t'lltli i»h>fr\ athUl** a^iilc. 

^hittiUl un{ *iir ink tr«»rn a lortfif ijiht a-^-e— ^riu'fJt nf thn^,* who tfa<'h 
rMiui-atiMnal aiirriiniHti at i<»ri. Tfir fitMiiriji^ nf th«' C ;airiplM'nAf\\fll 
-^tuih fna\ h:- ifit«-rprrtr<| Ut >n»i»;rst that tin* ptutrs'^inn i^ nvrrly 
ht»fu«»ttrf!i ii{i^, trihti-*!. ('(»rnp!a( cEit. arnf panx lu:»|. 

Iftr ovfr\\hf!tiMn^ niaM»fit\ ut piut<*»^«>r-* ar«' pn»iiu<'t> i»f th<' 
fjiui\tth>ft Ai\ i-io!i*» i»t pirhiti u?ii\«-i*»itir^. \\hirii atnoutil** li> a ioinitui 
ttu'ofv in rr\rr-»i-. a lipplr e'ttfrt pmm* ha<{. Vhno^^t ail prnffH^nr** arr 
pia< titif»tiM{,. ^ ••rhonl -^up(*rintrtu!c^tU-^ auci print ipaU. ft is a 
tirrlf! -tiiif\ fi{uratjii!i. t<'arh Til! a irw v<'ar^. wtnk up the* <'art*er 
ladtie r ti» 4i pMuripiiUfiip or <«wpri itktf*{Hit'nr\ , acipjirr a «{«M'foratf» in 
fihir.«!i»»r^ aii»n»i thr wax. atul «snai>' an acaifrmir pn^ition. Prar- 
liti«>fh-f- luronu- pioff^^o!>. Atul htt!«' i>r ni> tiistiruJitm i> math' ! 
f\\re'n thi^»»i\ AUi{ prai'lii i*. iM'tuffn f'irlif cuntiititui^ arni the sfarcli t'nr 
tie'W know h'lii:*'. erf hf'h\<'f'n Vf— tcrdav'^ :iiu\ UhIa}*'^ cnntittiitti^. 

K\»-n till- \ \S\ -tati^tit . that I.*) [mt ceMit «»{ the' pni|V*%-.or^ arc 
'•[tft fah'-t- ifi tfu' thforx ut i'«{»!rati*»na! af{t!iini"*ttatic.n. i'- tipfti tt> 
i|Ut**»tioti. a'- n<»tft{ t aihcr. 

raniplit^l! ami \f\\e*li f^avr nc>( written a l>rMat{-*i<if. Vhrs 
;:r-.t" or ****i fi--e-" : itfit't tfuut "rurM ttiitf. " I'hrv ai>«> tiutke' rfc niiitnrn- 
«{atit»n«^. whit fi are- tint unlike' tfni^r miuiv h\ \\w 1 <!K \ and othiTM 

h Thf faruhv Mti^itit ti» {m^ h(»n!(»|^e*nf'itns: 

\ff>re* pn>te'*-Kiir*^ -^huuhl work in thi* ha^ic diM-iplin*-^ (i.r.* 
out**i»{i* tfu* *»rhooi-.> of ('({ucatioin: 

A\ VUr «{i-.tinc'tM»!i ftc'tHe*e'n thmr* utul pradi' i' ou^:?t to Ur 
rfeojiinVi'il: 

\f \l U\t^\ hatt of' the' i{e*partrrit'nt*« of ftitHatiitriat aehntnistra- 
ti»»!! wn\ oprratin^ •»ii|iht to r\n'^r the'ir tloor^ ani{ ihsappcar: 

l Ur othfT hctit iif tiio^e' tlf'partnifrit** nn^ht to ^vl fH*tt*'r: and 

^o I he' foutiitatioEiH arid f«*drral go\«»rnnM-nt ou^ht !f» provicff 
niotie-v fi»r t<'l{o\\>.itip^ and re'sfart fi. 

^innphr!! and Nrwe'lj dc» not Indic ate* how irntrh r«'roftune'nda- 
tion* niijiht he* put inti> pra< ti('t\ nor d<» t\w\ ^^pe'culate' on thr pos>ihh* 
e'fVe'ft**. Tfiat wi»u!d {ia\e» ffquire'd a diffe'p'trt >ort of fM>ok. Thrir 
re'< «»n«rne-ftd4ttii»{i^ hriti^up jirofde-rn**. hi»\ve»\rr. W fiat w ill rnaki- half* of 
thr drpartitn-nt*^ cd'e'ducational administration e lost- tfieir d«M»rs^ What 
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thfri u«»tflci h.ippt'M to ihv pr«»{r>HMr> stable*! tlifffr' What art' niorf 
frliov^^hip'^ t»»r. it thfif art* alit atix t«M» tnanv pii»(c>«^tn-* traiinn^ f«»f^ 

I'hr I < !K A ha«J fna<U* i r< <Mtn!wfuiati£»tt> tif itn c»w» c n!irfrrun«i the* 
prf'paralitm uml i riUfwAlum ('(iucatinnai adrnini^trat<»rs, cirii* cif 
nlutli \\A> ^pfc ial -^i^niru atirf for (h»partmffit> ot rtiuratiottai a<U 
nuiii'^tratioti. That the I C!K V*-* f'n<lor'»**r!if'r»t o{' •'ciuitiiiuinj: rdura- 
tion." \i\ t'arlicT paper hv \\\r K\rvn\\\r Direc tor «»! the* i C.K A. Dr. 
Jac k ( .tiihert^itrt. u-ed nfroiijier lati^na^e fo --ax fhe '^nuw ihinji. Tiiere 
are toi» rnaiiv adruirti'^rrator-* antf rti»t erjou^h j«»h*** fie wrote. Tfierr are 
a{-«» toi» nxdtw \voulii*he (that uneniplci\ei{^ teac fter> and prote>st»rs 
n\ e«hieatioiutl ailiitiin-tratittn t'«»r the avaihthle jobs. I)epart!ttent> c»t 
eihieat iofKii atintirii-tratit»n ant! >c hools of rihiealion ^eiieralK. ( mU 
hnt^itti -aifi. rrnj**! adapt or ili^appear. To heip them a\oitl the Iatti*r 
fate*, he ptit forth ten Hrrate«»ieH. et^tielied ii! eeon*>riite hui^ua«»e. Thesf 
>trate^ie^. he v%ri»te. "e»f|er iit-tittitioii** \ariet{ e»pport»nities (or e\* 
painliii^ e\i^tiri«i an«l ufi<{eri{e\r|opfii niark<'t«* for tr:iirie(l per^iftitjel i»r 
for ereatit!^ new tjeniami*- .end lor \srl\ prepart*(i per*Hi»!inel thri»ii^h 
ififio\att\e program tieni^fi. 

\!te*rnati\e #1 "ri»iitifuiiti^ edut utior)." a c hoiee that appear^ 
ea-ier toHuailt»u thart #2 o uttifi^i haek the proj;rafni arwl #H (radieal 
re({e^i«irtt. r.u|{»ert^ori hirn»^e!f favor** Htuviva! thr«Mi^h diversifieatiorK 
that i*-. \ ontituuri|Jt edtieation" ami more nprciaiizeil training for 
nev%h-rreate<{ administrative position?^ IphmneTs, srhoof firiaru e ex- 
perts, and the likeL "(ittntinuin^ediieatiotr* means in->er\ iee traitiinjs 
ff»r the !r>JKK) -lij.erintendents and 2.:iO;i.(KK) other edtirational per- 
•^otftiel itt the c Mimtrx . 

Thr Qiie*iti€in of OuaIil> 

I'erfuips wr -hoiildti't (jitarrel with the I (IK V, < !ull>ert»*o!K 
<;afnphe»|i. \eweli. arid ••the-r** who have the- l»est interests of tfie 
pr<de>N»iuti at heart. Tht»v aUi* are eailiii^ for ehanjie. an<{ if tlepart- 
ments «»f edueatiofiai athninistratioii did he«sin to pre*\f(h' quality re- 
edtieatMtn for lar^e niittiher** •»f pra<'tiei?i^ srhot»l administrators. th<'ii 
the ptthhe inter*'-»t tor onr view of it^ woutfJ he >rr\e« i. Quality is the 
snare. We ipie^tion whether lepartnients of edueati(»nai adnunistra- 
tion are in faet eapalde of prov ji]in»» spec iali/ed trainin|x in sehoo! 
fmanee. «»r edueatiottai pi .titling, and wliether siieh trainin<i is fieces- 
siry f«»r -^tiperititennee > i»{ tirhan srfttMijs (it is nert's^arv ft»r tfieir 
a-**i'^tatit'*i. 

it is no mere cpiildde to pidtit out that the institutions' eotieern lor 
a sc hool superintendent^ proldents is eontradieted by their laek of 
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•^f'n-!tKit\ Ui ^r\r\r itnfialatH-r arii{ lit-i^r^^rtinn in thrirnwtr iii»»titution»». 
Ke-tHirii tmi^l bf^iri at liniiic. h --rffn*- mtww that it \^ wtitraVi^tii' 
r«» i'\prc { uui^t dr\uirUnrnl^ ot (uhirattHiial a(inMni>fratin!i to pr«>vich' 
Ut^U cftialitv training tor otluT^^ tut >nn\r ilmv to fotnf\ Kvi'ti ihosr 
Uriite'-^Hiir"* nho wvir onrr '*UfK*i!rite'fu{t'nt?^ in largt >i*liiK»[ 
trirt> iita> !i<»t tHiw ttn({('rstari({ flow (*ort<!iti(»!i*« fiavc clsangcci, mui !it>w 
the' •^tiprrinte'tiiie'rit*'* roh* has chatigfi!. NowhtTr liocs the* I'CiKA or 
an\one' cf-^fariiiu' ciMphaticailv for tu-w dire'i tions \n ni»Tt the* ne-eMls of 
utu'«|uip(ir'(i or titt(irr(*quip{K*fi ptihlir -^c Ium^I afi^nrustrato^^. Instead 
lUr n ^mittuii- c a-e' rnaiie'; ^*'t iiito rofUitMiin^ e'litu aticrn afiii irtheT 
nrw niarkft?*. «»r sfint liowfj the plant.*' 

Suppose the tifiivf'rsitit's ^e-t into ihr hnsinrss ifl'e'ontinnini: echi- 
I atiofr. Wfi.it ttu'Ci? <!an the* lie^partme-nts of* e'liucaticifial adniinistra^ 
tie»n "ri-e* to tfu' on asrini/' a> one- paniphirt put the (fiu'stion? It 
an-^wtTH. fit'cause' flnaric ia! rcalttie's wilt force tfu'm to.^ \\ e»are' 

r.of optitiif^fir. rfiou^h,- I rcconifne'ntiatfi^ns atnl tinanciai c*\igen< ies 
notwirfi-.tathlifi»i, tfie nt'U itiitiativ*'> are likely to he elirectecl hy the' 
•*aine part^ fiia!. t f^rnpiai e'nt. pe-r^^onallv anii>itioizs. ue'I!-pai<{. white* 
nu'tu W e i\iti fiope tfia! tfic- ta« tiit\ rn« nifM'r«* will aece-pt tlie* efuin^es 
ur^e-fl upon the iEi U\ fi nnornic c irciHn««»tan«'c's and t'utiire-rnin<ie<l lead- 
ers. That hope-, hi»\vever, will n<»t «{ispet tfie tear tfiat i»y and lar^e' the* 
({f'partnie'nl'i n{ eihieationa! adniinistration are simply unai>!e' to 
chafijiie that nHicfi. 

h i** not at al! e eriaiti tliat lie-partrnents ha\e e'learlv de^fine^d the 
ta-^k. We >et* it as training th«' scfiool stiperintenderit to ecipe with a 
eontinttoiiwU ehan»sinjx e'n\ ironnierit in wfiiefi [leHand sofne'day soon* 
•^htM a re*( c»jrni/ei{ politi:'al figure', itl the' hest M'hse* of the* tertiK wluf 
unc{e*»-'*tarnls that •^ehoi»{ prfd»!erns ar«' stnalle'r, distortiui versions of 
'*f»r»«"tv's pfohlc'ni*^. A** a!i «'\anipfe\ \ ii>!!'n<'e' in x liooU often inv«»lve's a 
•*i [i«iol\ nun jiradtia!e'> arid (Irop-oitt^. I fie* sefuwil syste-in may bring in 
the* pofiet' eir fure* its own ^e•<•u^itv foree I New York (!ity triph-ei its 
sei'tiriiv *:nard fi^n r in I^7.'i>. Fe'nee'> tnay ffelnnh, with jrnarde'd gates 
attd i{) eard> isMie^ci to ^.tnde^t'« asid <«efioo! pe-rsonfiel. But eaiiing the* 
< op*. lUft niir idra of interaction witfi the larger Mieiety. 

I fic profde'f!! iie> out-^ide- tfu* m ImhiI. The* scfiocil supe'rintcndent 
fuu'^f he aide ii> nw>ve with ca«*e' and ^tniw^ power aniottg tlio^e* who e an 
ameliorate tfte •situation. Tfiat tneaus civic leader*-* the l>uslne*ss estah- 
li-fn!iefi{, -tate' political figtin*-. r\rn < !ongre's>*nie*n. V'i«iletice' in the 
•^cfiooi i% ftiit a -^v rnptoni of rlie* larger social pr«»fdenis of uneniphivnie'tit 



(< iulhfrt-^iiti., |». .iOf 
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Neither VH?%f*l% Nor Well 



aiitl aiii*{iatii)!i. I ne*c!ip[fi\rn(-Mt i> \\\v main ('auM\ vwn tftou«ih it tuns 
he thf lra>t afiu*fuil»ir to <*»(»[uh(»n. Kul^ with tneattiftgt'nl jf>h^ don't [uivc- 
till* \\mv (thuiiijth tiirv iMa\ Ii.im* thr iii('linali«»fn to di-^rup! '^c'hool>. 

\Xr uant to iiiakt' xhv point that tjuafily training nrav not reMih 
from rtiore iTnfit hotjr>, nion* spe'riaii/i'd t*oursf»s, an<{ ati inttTnsfiip, 
iithf* faculty i> [eft nvrrfroin an tMrlicr fra. ( !ofitintiin{z<'du<atf<»ti is an 
oh\ioiis ncce'^sity. hut who will fxtsi rf-educ-atc the» faculty of cchica- 
tforia! acitninistration.'' 

Our long-ian^c view slijihtly tm^re h«>peful. S«»nu- scfiooU of 
eduratii>!> ha\c changed tiieir recruiting practit^e?*. \h>re hlack^ 
hrown. anil female people are entering training. Such ({uaiitie> a?* 
ctiurage anci ahitity to deal w ith conflic^t are considered iti the seleetiori 
proce^"^. \n«i the relatively high ^^alarit's of administrators and as- 
sociated **p<'c iali^t*» '•^Inndd. ovc-r i\w li>ng haul, attract mon» capalde 
candidate-*. 

What Will Aflat>tatioii Mean? 

(her that *«ame long liaul many departtnettts of educational ad- 
nttui«*tfati»»n wilf adaf^t.^ Ih»w are the> adaf»titig aheatK ? The pre>tigi- 
ou«* I < ;K A*affi(iated ijepartttient^ have led the way in pitnlucing 
speciaiints in fhc^ tlu^netical a>p<'ct^orai{rninistration and in tiesigning 
<pectali/ei{ curricula with hr«>a«{ choices for stu<{t*nts intent oti 
^peciaH/iiig» I he- i>.H H \K \ affiliate^ grailuate'd .i2 wi>uld-f)e pr<dVssors 
in I973..*i9wit!H{oct<;rates. SHof thefil prospt^ tive professors toconie 
out of tlie?*e iti-^titutii^ns in the pa^t twi> yt ^s have had specialized 
training in a«hninistrativ*» theM>ry. 

Tfie aciviee institutions are getting is to specialize further* to 
provide- ""narrow training with an emphasis tm retpiisrte skills/*" Vie 
wonder ali»ui{ wfietheT in-ser\ice training tnight !iot he a more appro- 
priate time for ^uch narrow specialization* leaving the pre-service 
trainitig period tt» f>uild a firtt). hnuid hnindation in the hherai arts and 
the-^cie^nc es. But that's not what Hdifniiional Futurism I^^HH predicts: 

Sc hoo( systems will heconie exce«*dtngly complex. 
SptM-iali/atiim in po-itiifu and role wilt c«mtinue with sig- 
nificant inc-rea!*e in the munher td specializations required 
tt> h^rtn functional administrative teatus* Many, if not most, 
t»t these spe-< ializatii>ns will require specific and rather 
narrow traittiftg with an emphasis on recpiisite skills. The 
traditional t-dogy i.f {Mitldings, buses, and l>on{fs together 
w ith ^tfch new areas of administrative concern as coniptit* 
ers, c«»mmunity ac-tion, and c<»llective bargaining re(|uires 
'^taff with intensive Imt speeiahxed training.® 
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Ihi***!' tIfp.irtnH'nl'* uhii f» tio mi! a«iap! will tu*X **iirv eMor flu'v ryuiv 
look «{iM»l \^iffl«»uf <iviMj:» iimN''**' l\ir\ arr a!Mi«»r[M*({ inti> ffu'ir par«'nt 
iti^tilutt<»if«. \l»'««»!ph(»tt Atul t'\t'ii th'^Aif Atu'r ratt aUti he* iihitt a- 
n! tUr \u\ih\\ u! tfu' I'litire* '•v -^te'in: iritli*f(|. public fiiucatinrt will 
riot t'oftap'^c' it c'vc'tA fiMcil i»f ('(!ti('ati(it{ i** t«»rr«'<{ |o do ^ntm* ^t'\rte» 

Till* Ir<m> €»t* Keforiu 

Hiif tire iionti'-* -^htiulci iif»r pa**-^ unirotire'ci. I'Ur t('t«»iin^ in'^tai h\ 
KrU**^^ Aiu\ I AViWil oil U\ i\\r I .S. Oft'ic e' of FaincMtiori. ifir Koni. 
< .arne**iii'. aini HorkftVlleT fiHnniatitjrj-*. ilic* I ( '.K \ mul ihv A AS A, and 
othiT a^eMM U"» havi' not ac c i»!itpti>iu'(i ihrii ji<>a{>. The inoiie-y (-nifirli 
i^rin^i ltait':c\ atic{ pic^KihU in >lic»! t onltT. t'hr >ftc»rla»i*' ot dollar?* 
ami '•tniie'nt'* wilt force ^ome» ticpartiiirnt-' t<» ('h>*^v up >fiop ari<! make* 
other** tntprtivf their pr«»t:iarn'*. l>n! it iiia\ mean aUo that tire nio^t 
pro^tfH-.ive rlernerrt** will {h' tfre' fiiHi to tio. Votni^. or irrinorit>. «tr 
pr«»>«n*«*-i\e fariiit\ — tfie !a^t hired — are' usiialU the first fired. 
partietiLulv -im-e nm^ihlv HO pe*r eeiit <»t the* veterarj pride^^.^.s are 
tenured. {*ro^!a!!r^ ^upp^rtc'd h\ "••cdt nr<»ire\" ti'^uallN tli^appear 
wheT! tfie n!«»rrev cirie'% up. arrd irnio\a!i\e» piotirariis rare{\ outli\e their 
ehari^r!iat!( touireler^. It ru'W t'aeu{t> rnersrhers and ">ol't rirone>" are 
tfie iiratir **upport^ of ittruivative pici«:ram>, iha^r pro<iratn^ [Holiahly 
will irc»t hi-t, ^ I'l tficTe i^ rootfi for t>ptiiTn>in. Some «>f tfie < haiige*s in 
prohh-m^, taeultv ami -"Indent'* wiil per**i>t <{e^pite tfre eoniitr^ re- 
trenehin'^nf. diui the> wiil irifluenee what remaifi^ td tfit' department. 

\fore ti> tfie point. fiowev«'r» i> tfrat most seho(»l srtperintetidents 
are aire u{> t»rr the joh. '['he\ nee'ti help, aird the departfuents nf 
edut ati«mal athirifu^tratrc»ir do not ^eenr likels to pr«»v ide it. I'he A X.*** \ 
report wr\iv oh^«'rve*d: 

Institution^ of fii^fier h-arnin*: ctuieerrtratt^ their re-^tunces 
on the* pre-%ervtre edricatiifU ami do retativeU tittle f(»r the 
er>nt itru inji prtde%si»ina! «{e\ etoprnent of -^ciioid 
adtniiii-^trattu^.^" 

rite new enthu^ia^nr am<in«i irdluential aeadeffri< -' <'(»ntinuin^ 
edtieaf ion for %efioc4 ^upcM iirtetrdetrt'<> afr«l prineipai^ i-i of course cpie*'^- 
ti«»rjahh' arrd nrav we!! {>e -e'lf-^erv iir^; wittu'^s the* I <iK\ re-eemunen- 
datii>Ms and tfreir ratiorrate' di-^ru-i^^eii earlier. Kve^ri -rreh an ap- 
pt «Mrfr prinia fa^ re j:o»«{ -^en^e. I here are- already too many ee'riUle^d 
atlrrriiri'^trator- for tfu' availahie i<d»%. It d«M'** not make* ec iuiortrie ^e'nsc 
to ke*ep prtMlnein^z the»rn. \Vfu*ther c ontinuing edtteati«»n tnakes srn**i' 



NfilhcT WUi^l^ Ncir loo ^i^ll 



ti»r -upe rinte-juie'tit-^ Atu\ ptim ip.iU i{rprn*U a ^tMnl ifral tm what it 
filtri** rtlt t»» [nv ft tn.iv -^rrtn !i» '•orhf i»{»Tt\r!'^ that (he* pro{r«»-ur-* of 



• "Ki. Ui«' \ N*^ /'.-f /' /■//,• tnf!f> 'irt St hn„f >fit„ fffiif fi,if ^ 

{» ..{'({• .' fU -I ifif.'Mfi. .1* tfij* I h# \ \> \ .i.tE.i .ir» tfi.rti .» hWi»;.7(? -ut\r\ . 
5^'' .i ll 1 iti tih tf ri'»« ut. i h.ii i!it.i..ui't» .{[\ .-xi^l.iMi- *»»inf m| jhf* Ji-- 

HhlN-fh' l « f- \ ?\v • V" It- I ite r ' •.[JUt*'ii \tt2 \hr \ \ ♦■-nru.ttf- fItfU- ,i!r 

fVf f: V* tffj Tfi» V .{f i.tfi.iti*. \l *.tti* tt. {;tn>*i .ih/f. *(Mt !• tf»«' fuiir ;:»'rt»'f .ilfv 

t;.!' !»♦ !t Tl.f V 'fifft ! ...(1 tftf |irt.!t*»nt-' .iif nt|ii»** .uhI hr{ rt f-i. tim»!»* f \ r 
pf s-.f in ffi, * .tMtj.t'fll itfl \fv\(H *!(i»K. .t* \\f •'h.iil -#•»• | fir ^nuft r^: k \. 

l»'t. [.*-F tTj. IrMfLtl.f V Msttl.riL **\ I .M.k .lE !!»*• CKclft...k«M{. * \i .{»{,'tflv tot 

F .ill* .If i«»u.tl l>*v»'!».|.iM»*nt t\r\v ^Mfk. M>72». pp. '^<'f " f fif Prrp.ttittioti 

.ttt'i « ••f*itH ftfufi ».t Fi.hic .ttr..n.»{ \*l»i{rii'»fr.iJ.tr'»: \ I < K \ roffiiti>--u»n Iti-pMrt" 
a .»lri*i»!..j*. U{h.». j.!nii.et\. MC^: 'i^t-p.tr.itt'ttt t'»r fftf* VrfU'it^ .ta **rh»"»( •^ttpffin- 
•t V." A\ .i*|j.ti;if..r[ \>i \*t:'Ji: R...tf.| F. C.tntphrll An.\ | j.i. k-.t, 

pe-t-.-t .u» XpplP 'i \. .i.i. fnt. hi. |.L"{ < .K \ f< ..'iiinilMi-. Oln.». l^H.ii 

• '.fu. if {"MjI .j.itmru-tl itn.li — . .1 f.J.tl k»''l * • s-E t K pi-t 1 rjiE .tM* VnUM#*fl. 

- il tfv -tt'r *^ .ifj'i IJ ttf .tifh .•tt{p|..\ft-n- ^iiiihtU j;riji*'r ?rtaHHl Ifi'-tr urn- -tnkinfi 
*if;ii{.if If i . |m'V\i'\ I r . f 'MifciljU p»'f t # {it .rrf uhrt»v [ hr ri.tfrnii.tf fi^nf*-*' art* .n M.tn K. 
U i\« I, l»' «• hiti;: F At mU\ in \. I'^TJ-T i." |{i'*t*.tn'h !<i'p».ff !i\ tfir \ftM*ri« .tt\ 

t .it(M' il ..f( F.au* \ -I K. Ninnfu'f J • W .i-Krn^tMh. I* ( . Sttixtt^t. f*C<r. pp. 

* '*f*ii p.ir.i!M n t"f ihi* \ni«Mii .iM hfof **»iprnr?E»'!i.{#'ri< V «ip, « ft , op. l i-l^. 
'• f nil'i f t-.-ii. ..p . t! . p 

I '- ti^ f-.' Hit* < "Mt'-rr tM E!«..ir«l Ai w \i.rk. P#T2{. pp fiK-?| 
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VUv I f hail SrhiMil Su{iertitti'iui<*nt «f the Future 



\ : . . .v.... I u.-jitv \. .M- ! .itrt {'^kI {•^71. ' tfn- rrtifr.il |»ut|»»»'^«' v hii h uill 
. • . „ '.K.; , I t i.|*T^ irM l(if<» M.tx XMiMtt. UfMlii < .unp^i'lL .Kirk tift/t'lH. 

1 h»' fj' i.il t"« -lM.{>|,i he iipott fhf kii««wlrtijif b.tM* ifi filth .ttM»M,ll 
Km. 'j-. If. .,11 It .|i{tf rn»m»frH|ifi tivi- .sh fi-*t'ar< h. i|r\rlopn]i'rit. prrp- 

1';. |.r. .. . f i»LtFW»» !-' *lt» iilfi frt fh.tt xlw lAlfrnal 'Vrivinirinirnf 

. .h.. «t. »h.fi i.itiiirti-tt.ittMJi I"* .t !lttl( !t (tttirr « Mfii .il \ UhUi\ ih.iii il 

.il^i ti. h.tutntrrit *\»th .ill ^"f l»'t.ti tit*! itutiiiJt^. \ht*^r iiivii[\«*i{ witU 

\ I Prt'tfM t -d.xiiit pi»».ii|f <• a lH»»k \^ht( It wouiti pii'M-rtt ttiaj<*r ruttiin^* .tih! 

■> i't th»' • ha{fl»-E^ tii th»' l»»M'k misfit »{rvrlt.|M i| hi^N'r i« all\ trnm th^* 

n,iU' ?r Mtfi f\t-ri th#' futiirrt tlinni^h at> #-\|il«»rafi»»n »»t tin* pa'^t. 

^ V nMf»T '•trat#'^v ^htttilil Ice t«f t!Hrrtnin«* h«»H « wrn-rit ari<l {'{it»f«-«»Mrntr<l 
.pir^tlHii- •{ittrr ttiitn thn^^r Itt iUvi -iri<*t' i**.**-!. 

W .,ltrr \. Mark «*t al. tthnrm! t uturtsm Chtilft 'tf^fs f,^f htmis aftti fh*':f 

PfM*|fr< (ivr !*s..re— ot K»fui ati-'Mal \ilrrnr»!*trati»»t»." I <:K\ \t'n^h'fr*'f . W . I 
i( »f t.fl.c !. !u7.i». t». 12. 




niAPTER SIX: 55 
THE SI PERINTENDENTS' ^ETV^OKK WD 
PROJECT OPEN 

• •! tfifir hiMih Mul iriui to hlatur tlif ^iiarrintf-n^lfut wlirw thut;^- 
v\rori»i: i^J tin- ^up<-iitite'ru{e*nt jirrifraiU ^jM-.^kin^. inipifpami h\ 
r\pi-ne*iiri* or t!aini!i^ tor the- job: Li» t i»nirrHTi<{.if»ff fra- fH*«Mi 

>i!\e'ti tt> ri'fiirni ot protr?*«^ioria! training thcut* pa-! m m!-, hut if ba> 
in-rii lat)ic-I\ tiii-jiiuiU'ii. or hirnUi^fit te'lU u^; ,tf{»l t b ffu- drpart- 
nn'ri?** of i^iinratiorui! a<f tnitu>traf arr in»t the- hf^f f>!.i« «• t«> f<»ok tor 
Mu-antnutul. rhall<'ti)ii!i^ rflo!tu^ w iUr traifnn*: tit fiiui af i«»!Ut! a<{- 
Muni-tralt^r^. \H. he.urvrr. U iut\ Mfak. \S e- think tfi.tt tiiiMfiiri^hil 
re-torrii uiav utultr wav in ihr Su\tri\ntviulvu\^' 
i'HnJKt r n{»K\. and tht- rhapte r an«i \hv iwW irW \hr ^u^r\ of'thf 
■^tov\ i-iftfj^i-nrr «>f tfits !ie'vv approach to t\\r r«-e «hn atioti of 
^-fipeTintrihicMlt'*. 

rill' >iipf riti{* ii»l* iitH' Nriwork riot ^priii^ (t2l{-f»lti\\u \ut\n the* 
niittif o| afiv otH- pf'r«*oii. hill thf itU'a ciiti ^n>\\ out ot a pto( (•^> ^fi in 
rttotiori U\ lh\ IhniAUl \. !{t«if'!ou. in thr ( >{!lre' ol Kdtit ation. Hi^rlow 
htETi'-ilt \\<»iih{ h»' tfif fit'-t to poittf out tfwit thfrr ha\r al\va\*- hvvn 
iu't\%oik'» i»t -.1 hotil <»tt{.c'tintrti({e-!itH. {>olii toniial aiMl iittoririal. What 
«ij^tirif:tii-hr- tfif Siipr! intiMult ftt^* \#'twork Ironi tho^f oifit-r*^ is a 
phiio-^ophv. a ImuK o{ the-oiA. pro< rfhn\.l -^tratt'pifs. arnf f<'r!t*ral *-iip- 
fM>rt. 

1 hf (ir\r!optru'nt of lUv Si?pe'rmt«*nth'nts' Wtwiirk ha^ l>e*f*n 
tii^itfii'f iincar in»r <'hri»fio{«»gic a!. hoth «»f uhit h th'^criptivr fraturnor k?* 
ar< oltrn hi-tituaii!-* ron\e*nirnrf*H, It rnuT^t'd paiiifuliy fnmi thf 
te'cjrral rNpeTi^ ttc r in rfhlt atioti in l\w I9t}()\. e'**pr< iailv the TTT 
' (raitit r^ »»f l i-ac fnT Trairirr-i {>io^ran^ an<{ PROjKCT {)PFA. an 
int^-n^ixf \«*t inhiiTnonri^iu'd rtfort to ('(»n*>ohMate* ar?<{ e*\pi«nt ihr 
tifhhtj'i^ of tfif ^U) tnillion T IT pro»:ratn. li a *-tor\ of'rnfi! an<{ itfra^. 
duA o| th<' »»trn«i^h' !»> inakf" tht^^r i<{<'a> ui^rk. 

rfu'rr hav r he-e-n ina-^^iv f-tf orts -inrr 1959 to hritijz about c'«{nra- 
tionai ri*tortn. hut nn\\ hri^fit pat t fn*-' ot HUcr^'^^^ hrrr am! thiTt-. Th^-rr 
ha** lit^rti no thorou^Lh rrvit-w t^dhr pa%t 13 \e-ar«* todctcrniinr why th<* 
bright Ui\^ Awti pi('i'f<> fitii not make' a wholes l»ut atinunistration of 
MK< I'l ( >I*K\ in thr ( MTirr ot Kduration tr\rt{ tt> pinpt»tnt •^ornr 
Iff the' rfM*»o!i- {fir {'aihir<': 

Iti^titutionK li pn»pt*ti*^ity for ahsi^rliin^ ami neu- 
traii/in^ ^'r ••{orn»<»«r' indivichiat tf\irhf*r** antl {M>rkt'ts 
rrtonn, and thi*n roiitinuin^ uru han^^'el. 

It i-* ^trtuaiiv impo%<^i{»!e* to Uriu^ ahout ariv fxtrfinivr 
tvpliration ti{ ^ucronfui proj<Tt'-. Ix'caii^f suire*?*?* in a 
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^pfTitM- pri»p|t' in '^pe't ifir ritc un»*t.in«'t'*», mul through a 
(ir\rli»prnrntiil pUK r^-H that < auu«»t In* trpEit aleui. 

Ill ihf fUM^t ffMi'hrr f raiiitf^^ pro^rani**. thr attt a 

of ^iicrry-^ wa«< prcKiuc'i'fl hv ifu' ^^liprtui atni U'noH*»!np 
tnnfU'x fi»r partifipant^ and hv t\\r extra {?ri>^raEn «*npfH»rt 
iuiinr\ Un tai*ult\ ac t^ilii"^. VI h«'n the* f'»!i«{> *»t<>ppt'd. the* 
ptf»^tarn^ *lopp*'fi: wfu-ii \Uv \r\lo\\^hi[*^ arui •^uninuT 
'*tip«'nii*» uithiif a\%!i. aiiv real rltor! a! •»rn<ni*» i-hatij:*' 
Ha*- f'lif?ituate'«{. 

Thi'K' in a ixrnwin^ a\e'r^i<»n at alt tr\«'U «>t lUtr ><M ii't\ 
til pre'HCTi[>tii>n*» i»r i{ir«*c tivt'*«. from alnixr or fr<»tn lUft^^icle* 
— .mm! a jdrnwin^ tli^sirt* at all \r\rU U*v tfui\iniinu partic ipa- 

ni lif-riifiii^ oni''*» ifWti tanii imr'^owtj iti*»titiili«MrHf fate. 

VUr ( Hlu t' of Kduratioii'*' and fnunciatioiis* >f ratr>»\ of 
tnndin*: ihr ^^^tnul ^u\*»" t<> (akr tip niil^rU a^ain«»t the 
"haii fiHv**' <>f Xnic'ric ati tNiui-ation o\r!i«M»k^ the ine^eap- 
ahU* intenlepeiidenee of* both tho^e ^roup*».^ 

Vhr inajor t'nndin^ a^e^neie** eon<-eritrate«l their strength oii 
f-aefj i>f their pro^ranr-* *^eparately, o\er!ooking not only the po?.- 
•-ihiiitv of efioperation hut aKothe interdepetnleneeof a{! part-* of 
an\ Hiifial ecpiation. K\aniph'?^ of thf>e ei>Ejtra<{i< tion** ahonnd: 
the injon of <*ihteation into "higher" and *iower" in'^tittition**: 
the -reparation t»f sehohtr^hip from teaefufsg. a> if lliey \%t*rr t\st* 
different ac tiv itie*^: and t(re u*^na{ reh»gation of te-ac her tratninj* to 
de'partnient- and -^ehooU of edm atififi. There wa** litth' more 
tfuin hp --ervler to ronununitx eouneils. and no one. e\<-«»pt 
throuizh the' fourtn, trie«{ Ut deal i>piMi!y with tho**e two in*«epara- 
hU'^. edtn atii>n atid polities. 

Prc»f(ram{% lanii Poltcv: Which Come*i Fir>*l? 

It tnay he tfiat proj^rafiwiiatie eonHideration*^ ahvays outweigh 
qne*-tii>ns of pohey. anc{ it tnay he that program administrator^ afwav'* 
•*h\ awa\ frt>en polities. But tntr pre**ent dec isions are inevitahU 
•shaped h\ tin- pa**t well a«* h\ otir ii!iagitnngs of the future, and 
sureN lietter •-oeial p«>hey is produ(*ed when thn^v in ptiwer are ron- 
•*eiou*-{\ aware of tfie effects of pa^t dec isions, 

Bigelow . a fi^rmer history pn^fesnor. in fac t a hiireauc rat with an 
eve on the* past. In his view, the ^^igniOeant bill was the Naticuiaf 
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. . . Ha^ that thr (HtM f of K«liic atM>fi ranir f'nllv aWw fWr 
thv iir^t titrw iti lUr iwrtiUclh century, '^ht^ cM'fiirrfcl ti«>! 
only bn au-^r ••{' the' ji!tMf|y i!icTra>ff{ aft)oin!t!>. of m<itif*\ 
that wrrr riia«{i» awttlalilt* tn tl. hut als«» bfcatise' the Officr 
niii'if a varti«!!i Id \nitTiran nitic-ation. ^ hiir it rievcThad 
th*' prr^^ti^f f»f ihf Kon{ Foinuiaticiri or of the National 
S IfiHr* Kcnniclaliori .... it outdici thrm in rvery other 
Ha\. If wa-* irivM{\t>({ jn i^^uf-.^ (>f ^reat roti^ieqiience and 
ua?^ Ufiri\alf«l ttt inip«>rtarH*e.2 

TUv rrnai^^anre wa^ not only li^^eaK altiiough that was cirarnatie. 
in |V.>7, the^ Hfu r half 564 e^niployre-^ anil a hinljielf^f $273 million. By 
lVf)(>, the InMiirl had increased to $3*34 hiUicin* and there were 2,093 
eniplovee-. f'he htg^e^^t idnink i>f the in(*rease was for the Kleinentary 
and Se'fondarv Kdtiration \t l ol IWSfKSKAt. for which the(!oti|:ress 
appropriattui SI . 15 hillion in and $1 .34 hiilion in l%7. but NDKA 
wa*» the f«>rrninner. 

\«»tton?» about larjie-st^ale national social engitieering were as 
imp«irtant a-* the money. Policy was the ^tornl < enter* and federal 
ci>ntn>l f>l educatiott was a conntton fear. Those fears pretty much 
explain the "Oc^fense" in the Act's name: tyin^i the legislation to 
national defen?»e forced the (Congress to clnnise between two of its 
concern**: protecting the country from "godless communisnr' and 
••preserving loc al control of schiMds." After Sputnik, the choice {be- 
tween ncni-tN.^ues> was an e^a^y otie. NDEA passed. 

BigefoH \ early experience in OK was with the summer institutes 
duthtfti/rd b> \I>KA. Primarily for secondary schiKd teac*hers, those 
in^^titutc*. were* f{iscipline-oriente<l: Knglish. histe^ry. math, and so 
ft^rth. From that expe*rienc*e. an important lesson emerged: summer 
tnstitute-i^ c<iuld change individual tea<*hers but they dUlni change 
hchcKrU verv much. Nor were the latter much influenced by two 
subseiptent M>KA fellowship pn^grams which Bigeh^w administered. 
IJkc the institutes, the feiiowship programs were people-oriented, 
built on the notiim that sitice people were the butidtng blocks of 
institutions. tho«i»c institutions couhl be improved if the blocks knew 
more and were "^better** people. 

That philosophy of c hange had great currency in the ear!y and 
mid-60V: the ideas sound simplistic n«>w. and perhaps they were then, 
but they were early and tentative steps in educational engineering. 
The ccmgressional and leK'al c^oncern for IcK'al ccmtml meant that 
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tfstf'fal ifit«'r\<'ntM»n had ti» Ur — at hM^f oxi'ttlx — at thi* ifnli\i«{ual 
Hnt«MU«i.il^ \^ith xi-^t^^ri-^ »•! b^Mi! irforrn ha»{ t«» wat«h thfir 
tlatik-^ I arrttilU. 



ERIC 



I'he* illrtttcMilary atid S<»rc»ticlur> Ktlitrattuii \vt 

• •t a threat, auti tfi»'ir s^rrr urw MM-«>ri«* tor attc*rn|»tin^ it. I he a^^^a*^'*!- 
!!.t!i*»n «»f inUn V. Kr'iMi«'«{\ . thf « iv it ri^fit^ iiioxrnii'ril. iht* appn»iH*h «»t 
gi'fiuittf i{f-r^re'^alinri threat ami pM»rMi**f'K tlif n«'vv \ t:«ii>i!ft\ tlu« 
piM»r . ati«{ tftf "I'liuc ati«»n pn'^i<{<'ii('\" <»{ ! .\r!i{«»ti H. J«»lni**«in aii r«»ntti- 
ImHc'iI rt» tftr pa-»-»a^t' «it thi' Klfnt«'fitar> and SiMotufarx Kilurati^n \v\ 
iK*^K\j in l^^fj.^. TIm' rMfijirc^- hacl alr«M«i\ «'nac*t€'ci the' KfiKiotTiic 
()p|M»rtiifutv \rf and tin- <!ivil Ui^fifv \rr. {Mttft iandinark^ *-<M-ial 
Ii'^i*-iatr"n 

i rtu t«>t clr-^i'pf <';:atj*»n. pr*» and con. an«J for i|ualit> cduratMifi 
ftiiT^fvl Mi l-^K \. * 'iH*^ai{vanta^«'*r' rfnldrt'n — nianv of whom wi'ir 
biark. aii «•! v\horfi wiTf pi»or — ^iipp<»**f'tilv tict'ilfil a ImukI !o hrin^ 
llu ui up to nnddli'-i la-- !r%c'|-. That niav ^-emnd pattoni/ifiji tniw. in a 
tinii' u!n*n tii^adx anta^c \^ m apn/nl a* ri'iati\«' and oft<'n in \hr 
of tfti* hi iittldrr uv^.. hiat k \^ lu'aiititulu hut it wa- a p^^^ru^' a|^r«'i»ahlr 
to tht* nuijoritN t>f th»' C lon^n'^-^. Thv rnajoi {law in KSK \ a*^ a % e'hirl*' c»f 
MK'ial i han^f' \^a- tii»l tluif Tonjiri'^-Hional po^^tiirr. hnt th«' hillV lai k of 
a unitxin^ thn^rrtii a! or phil«»^«»phi<'al ha^s Whalt'vi'r nndrrstandtn^ 
of ih#' pri>c*c*«*** «»f •^of'ial « han|»c* lh«' hiflV auth«>rs may havr po^-^eHneMl. it 
tl'u\ tiot ^xir\ i\ e- the tfrfiat** «»n ( lapito! Hill. The* whi^rh of ih*' HoiiJ^f' ami 
Sfnatt- ri{ucatit»n c*i>tnnnttt*rs ground sh>wlv timard the' a<<f'ptahh- 
ctMunitin «h»nt»niif!at«»r. in tliis ra^s nioni'v. K>KA nUVrc'd nu>nrv hi 
hrri't»»f«»rr utntna^iniMi ^uui^. partii-nlarlv it'* Trth' f . TUv luonry hail to 
*»pt'nt h\ 

. . . loi al rfinc atiofial aji^-ne're-'* »*»'r\hi^ ai«'a»- v\ith ron- 
< rntratiorj«* o{ < fnhfrt'fi fr«»rn Io\v-inrotn#- fartiiH**** t«» #'\paftd 
an»{ irnpfitN*' thrir rdin ation.tl projirarn«* hv \ati«Mi«* rn^'an*^ 
linrhttiirt^ prr-*c h«>ol projiratn**t \vhi< fi rt»titrihitt^' partifu- 
\dt\\ to nu'f'tinji th«' «-p»'f iai i'du«-af ii»nal nrrd*» of cihira- 
tit»nailv «{rprf\*M{ rhildri-n.'* 

\rtd It ua- -p»'fjt . ^12.^4 hiHion **itn »' '{ hn*' i^ f«h'fH'o that 
-tifrrfof tltoni- .f\ wa- rin--p»'fjfi *»onM'ii»M'»* l»\ tnn arin*: of !><»ni^h!rcj 
{t»t alitio-. ^•MnH tifUf"' h\ • «»n< rtrwd hnt (>p'v%ildtM«'t{ offic laN.. nnrh'a! 

to what vva* itirant l«v "ifiipt «»f h\ '*-pc*« iai <*du<'ati<»na! ni'e'd-." 
(>nl\ "fxpantf Irtnf'* it^i'lf to rath<-r prt-i'i-r d<-fittitiorK and va-t ^ntu^ 
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i»t thi- puivr^^ .if «^iM i.i| rhan^f ffia! t an hv foumi in \{>K A ami KSE A, 
ait({ it Ha?* auti i« iftatirifuatr. I.itc-al atw! ^taU* prngrainn that were huih 
atctiinil t«'({fral ii(»!!ar^ dinappearfci, nlt^n witiHUit a trar«*. whf*n the 
rnotif\ •*ti»ppet{ l eaning in. An<{ inMitulion""^ given "tree*" money have a 
«*!rf»nf: {e-n<{<'nr> to u^r it ?«i lio rnon- nt what lhe\ have* a!reai!\ been 

The TTT Program 

lh*^< overin^ thr rnitfi of that cfh^ervatinn wa«< part of tlie e\{M*r|- 
en< e lit t{ri' rratning of Teac her Trainer^i proj^ram iTTY} a erealive* 
anilMtio!!'^, and generalh >«cceH>tuJ projirani whlrh Bi^elow 
orrhe-sff .4f*nl/* I TT \^ds tUv {\x*^l t\r\s pro^fam under the K<iueation 
fVofe^^^fon^ I>e'Vflt>ptiM*nf An of 1967 (KPI)Au whieh provUied im- 
peiw> to tile tioti(»n of relornnrtg tfie fraininjjttnf teaefiers.'' F«»r reanons 
nntehited to its merits (it had no? ,et be^en evahfati-dK TIT thd nt>l 
expand after its tlr^t pn^rnising vear, S7 proje*et<H and $11.9 miliion. 
\everthele^«*. the S4(> miUion spent over our year;^ paid for the train- 
injji ot MMiie I5JHH) per^ims anti efh>rts at reform in 57 universities. 

rVT wa** iKtsrd on two <*omple\ notitms: 1 1 an eepial vojee (parity) 
U*r sehooK untversit\. sehmil of edueati(»n, and rnntnuinity: and 2> the 
ripple c'ffeet of better trained te»arher trainers training better tearfiers 
(which in turn wntilfj meati a be*tter elassrcwun e\perien<'e for th<» 
dt^advantag(*du Parity was diffiruh ami sometitnes in(pos^ib!e to 
at hfe\e. l»'rau*^e' tht^ fiseal agent (almt^st invariably tiie univen^ifty > wa^ 
at feast '•prirtui'* int<'r pait"*." The rippb* effeet did not register <ut the 
nii-a^^uretnent in*trnmefTts then in use. ami the institutifms involved 
tefnli^ff !•> ab*^i»rfi arwl e^o-opt the pcK'kets t>f refortn. The tmrtna! pres* 
^ure for irmr^e'fiiafe results me-ant that » TT was tun the wave of the 
ititure\ \nc»ther lesson abmit soeial ehange began to mierge: power 
< t>uld not be distril>ut«*d rationally and ecpuily. \^'ashington eoubi riot 
de'el.iri' parit\ or buv it. or «'\en negotiate it. for that matter. 

The le^vons of TfT anti gjeatungs from ifie experience witlr 
M)KA f n-titnte^. the fellowship program^, ami KSKA took the ft*rm u( 
a different theor\ id educational (ami soeietah change «inly after 
Hige{c»w bt'came fanuliar with the* work cd'Malco|n> Shaw, a ^pectatist 
in t»rgani/ation de*ve'{opme*nt. Botfi were keenly intercste'd in g* nt tal 
•^\*teni- the'or\ . and Shai^ bad coO'-ideraide experience with 
<*d»cation*s proidents* as a schcwd infard niendw^r atid as a manage^ 
ment con*^ultant to schfHil systems. Hi?* ronsuhing firm* Kciucattcmai 
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>\\.i\\ .ith{ K'^h h.ul l»« < ♦MiM- »it-E!lu^i«»nf.t Willi ti.i«llitin.il ti.iiniii^ 
fHn»|tn-'* in irit{u-tr\. ^f»\f'tfinifttt. .ttti! tviui .tti<:rt. I»ch au-f trainiriji 
Hi-H^t«tfi^ aiiii i^ti'^^atu-* *i'i'rtu'i! !«» \ui\r littif t'tfft t on thi- iti^titntinrr 
uithif! vvfnrh rnaita^:*-!'* .iim^ .i»{nwrii*tratt»r*» v\i jf \\i»tkiti»z. K>I) hf;^au 
fi» idirji it- f ra«liti<>n.it N-rfurc""* Atu\ l a***' -fiitiic^ «»n ""l"r« liniijtn"* in 
PlatUMfiu AuA i 'MtnnMini* ati«»rr" arvil «»n UMtta^i-t ial ami uivani/atiinial 
p5Ml»|ftii-. It [ii«»\<-»{ ai«i a nrv\l\ i-nM'i^iinp i\rU\, iuiUaWs ir\mrt\ tu 
a- »»t>iani/alu»n i-topruftiL rhi»*f u(m» --aw ntanaf»<Mt)rttt i{r\e'ti»p- 
rtu-nl ati»i tn-titutMiiiai • han^f a- ui\ru\r\ir\ulrni t«M»k tlir |M»int i»t \i«'V\ 
tfi.if .»niv appr«>pria!f unil m{ i fjafioc- for au e»r^atti/ali(»t! \\a-» !!:f 
»ft;^.fhi/at»Mfi {f-e-!t. Put in anMthi'f \va\ . lakiriji {M'<»pir' nf| \Ur job fi»r a 
lianun^L: •^f'«^t»»ri a prMi»i(-n^<»«»!vin^ nircting rc*at{\ (iiii n«»t **c'i*ti) tu 
iMinU ttu\Kir\ till the nf j^atti/atiMn. h ^\a> nol cmkmi^Ii t«» train 
j»ana;:« t-. atinurn-Wat<»r-. atn! otlift *»! «:ani/.atfMn inrni^rf-. liatfic-i. 
iti -^tHMf ta"*lu«»tt. or^ani/atiuti^ ha<{ !•» liiajitiM^f thcit nwu ymhU^tu^ ancl 
i-'-tt*-'.. friati- t«« tftrir Mv%ri tint«|iu- -^iruatioti-*. antl cjr\rl«»p pt<»iilf*tn- 
*»'Ui!t«i *kitl* .hmI At tiori pFM^i.nii'*. It aK»t Krr.irnr < h'at tfiat thinkin** 
t«( thf t>r;:aL./ati«»it a-*- a innt ut e fuuti^Lt' ua** '-til! an ina<fc'(itiati" '•tratc^iv. 
[m'i Mit-^i- til*" *'ifiani/ali«»t> an«{ it^ tncntbrr^ wnr ron^^tiJith ititfiat'lin^ 
wnh t{it!fMP'iit itMnntrnt^: pMlitical. ^*»«!al. ^-iiuioutif. atn{ pfi>oriaL 
>\iaw Ift'^Ati t*» f\[>!»>re' ••\-te'nt^ th«'<^i\. paMi«"iiiail\ il*^ 

h«i\i((ral -^c it'tKf a^p<'« i!t att atte'Mipt to effx^lnp a >ttatrf»\ lor 
lu {pinu u>'*f itiiti^^n- in< ihrMr «i\\ti t-t{«'c li\*'n«"%*» lis rrlatinji niorr 

rtti'i fivi'lv to tlnMr t on-tiliirnrir**. tficir i-ti\ ironuic'!it. utul tlirir «iv.u 
ntf-MiiM'tH. 

!^i^t'loH\ ti»o. haii rrarlhMi iUv concht'^ion** that iruiiviiiuaU t\'ui not 
I'hani^f "^irnpU h\ Uvm^ "rthirntrd." mui that ir!>tittif i<iri*« i\ul riot 
rfiariiJie^ within thcMn^e^U « {{c an«i Shaw ht'^an to work on tiu' rrfiiif- 
tnritt ot ffif progrant'^ >tratf'|iy. Thr hirt^uaji«' «>{ |Li:#»n#'ral •^VNlf'tii** 
thfor\ iitul or^ani/atioti ih'\«*h»ptneM!t w UHe'ful in tlu' rihu'afiorial 
c'otttfvt. For fvatnph*. oriiani/.attoet ih*\c'!opnu'nf fnaintains tltas 
('hati{i!in^ an in<{iviihiai "wtthiti ouri ^kin** alone* pradit'ally 
itnpo^^ihir it! ati organt/attonal "netting h(H*aast^ of the' t»rfiiani/ationat 
n(»rm^. (*(ni'^tratnt>. traditions, atui rc'Kani ami pnnishmrnt sy^^frni'^ 
which (h'iintit hi> he^havic^r. T\w nc^rtn^. r(»ns!raints. and traditions 
nm^\ flr^t Ut" ah^'rrd ti» rre-ate* an attnosphrr*' in whic h rhange ran 
or<"ur. Secondly. Bi|ifl«>wV idi*a of involving th«* srhe>ol with the uni- 
^er-^itx atui with thr (*otnnninity was conipatii^t' with the gctirrai 
syi.»t**nj»* '^trate-gie-s that KSl) had ht»rn w«»rkin(» toward. 

Shaw had a hasir niistrnst of infortnation-giving as a kt's t(» 
i'hangc. H(* had learnni that rhatige^^ in adniini^^trative* atui manag<*nai 
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lifhav i»»r <mu1i{ not Ur \*lr^ri\\tri\ \t\ llUitwIatt*. U'cllUf. t»r f\|M*rt ^*\i\U- 
inn. '^Htlitctfli. Hi^fl»»u hfi MtHr «li-.rnrft:t!itf'H \s\\h ffftM't m! 

ti't{ftal jiUiilflififH ami tin briiavioj «»i tin* itt'^liltiti«»n-' uhit h 
te»< ri%iti»» Ji'de'tal rEl«»nf\. 

I'Uniut'^^ltim tor iM^th Bi;jLfl<»\* aiKiShau i»(*t'atit(- (Hir <>{ ({rHjgriirig 
piiM fi^-^f-i* whic h syrir "n\surt\" h\ th^^^r iiiv«>!\ftj in the-m. hut which 
wrir aUo foTsipatihtr wilU hrua<{ MK'tal afnl iuili«M»jl purp«>>f>. Out nf 
Hi^irluu''* arul Shau'** fi»»ur> i»f ifi>rus>ifm <'ani<\ iti iatr 1971 . thf fii'^t 
appht atit»ri t»t ;ii-f»t ia! -iV^trinn throry In t tUii ntiniuil rrt'orni. thrcmjih a 
prM« i -i.-* jif ititff v-^ti-rnij- interaction. Out «»f that catnr PK(>JK(!T 
Ol*K\ and if! tlur nnir^r thr SiipfTintrmirnt'^' Nrtunrk. PKOJKd T 
( >l*K\ M) A\f\trtfAv\\ to "tfif rcadjUr^tnirnt ot e-thiratinn U> thv larger 
Hin trf\.** t friiifiitr ^ttMiiit! brtwrcn pre'!^rfipti\«' rflorm aiui *'{rft*** 
tnonc'v 

I'KOjKC r OPKN fiftfM-H to av<»it{ Honir u\ thr rnistak<-> its 
toM-funni-rH. Part *»! the- f'\j»lanatit»ti fc»t tho faihitf «>t th<» earlier 
pro^iiain^ that ihvii ^l^aU aful a**stunpticMJs uerr never lajil <nit 
fofnpiete'lv . I fte in**! itnt<*-' Htre>Hei{ (*ognitive<{e\(*l<>prnt*!U: if tea<*hers 
kfu-H HMMr t^rv « <Hi!i{ tr.hi U more, arnt ehihiren r<nil«{ h*arn nior<-. 
f ha! e\er« i»-e in tiaivete \va> •^fiuttted a>ii{e uhen OK went in for 
tn**tit!{tif»nal re!ftofi«»lin|i. Sunitner invtitntes were der.vn^radeil l»e- 
eati^ethev were not aKif^itionn etjcjngh. OK now wante<{ tcM hange th<* 
in^titutit»rj«^ that train teaeh<'r^ ami in tfiat way ehatijre the ptihiie 
nefiool-. file l^larne wa^ plaeeil in a tiew wa> on teaeher traif)in^« and 
tile in^'titnte protirani wa** pha^et! init. 

An Anti*T«*a€*h«*r Bia^ 

The prn^rattis that wt*re intended ' <*hange institutEcms al>*<i 
proffneed ^eneraih di>appointHi|£ results, in part heeause u{ their 
failure tu tnak«- their pn tni^^e^ and atitieif^ated eonsequenees explieit. 
Many ot theedueational pr«>^rarnsof tt e jtdtnscm era were designed tc> 
"help pf»»r kids. " That was elear enoujiih f«>r some. I sually only 
hnplieit wa-» an anti-iea< her* atiti'teae*her-edtic*atit»n eornerstiKie. anii 
'ii. 'r ht»ped It^r dnif utiplannedl ehange^ in teaeher an({ school be- 
J i«ir. Thi-^ is not to il ay the legittniaey of erlllei*ini. whteh did not 
begin with Janiei* Br. . .t (Sonant, and rnueh of whleh is valid today. 
Atiy pro^ranu however* tliat is built on the premise that teac hers need 
to be changed nxi^Ui Ut make elear, at least to itself., how the ehat)ges 




ail' t^t i»tnc-al»wiit mu\ what iriipat t tui^ht Umu lUr ivdr\n t^" ow n 
if^ulai lM'fKtvi«»f iMflrfti-* Alul «>n tin* -•ur nKitufiriji in>!itii{i«>n'*. 

But IV* ttuv '^I'vtnni in h:i\v \\ui\i*iUi abottt lutw thr i\v\\ uic'^^inuh 
hrU.ts iof \\\fuU\ tit with «*«^tah!i*^h«*H jiattf^nt!^. t«»at hc»fN. alon^n witli 
thf -^t h«»«»U i^t t*(hiraiinfi. wnr thi* villain^ ot thf pii'c-t\ ft was thi' 
'Vtnui i»ti\-ha(t ^iM ' --NJHlrcMiM* ah mvit a^Miru an<i yt'f th-*' ^u<'(•rH^ nf 
thi- ri-fi»rrii liriJiMnlt^l at U^a-^t tlit* t-nuprratinn utul «»fh'ii ini tlif 
"ii!i{»f«»\e't{" hr'havtMt' i»i thr haii ^lu*^. 

OviT tit!ir'. iftf a*'*^urriptiini'* i>t l\u- tvitniin'i^ iiati •^fiiftinf. "Thf 
Iraf he't- are» in ttf mhlc" wa-- thr u!i«h*rpifHii!i^ ««{ thf \1>K A in>titutt':-. 
" iht" ivdi'hrv^fiff ihr truui»h'" wa** \\w a*^Mn!iptit»!i t>t latiT pt'u<< ratn^. 
KSK \ a-^-^urtii'ti that rnoti' an«f hfttn aiul rarlitT fcarrun^ wtKitci ftiahU' 
''fli'-acivarnani»,{" pjipiU tt» "hre-ak thf {>i>v<'rt\ t Vfic/* But (•riitral 
f]a%%'* tfwnaitu^ff. lUv a\ailaf>itit> of frciftat tdfUats. it wa> a^^sinitcci. 
wotihi ^tiniulatr rww projirani'^. ufiich thi* rnotu^y wotiM then |ia\ ft»r. 
The' atitn ipatisl riHtUt'* ni tUv vrtitwn^ wvn* ii>tiall\ slatcil iti iion- 

itlf ?r-f r!l•.evifle^ l ith' I »if KSK \i v\ifho{n a({rqttatcM'\attittiation of 
v%hat hi*havi*»rat «'i];!n^«»-. w»nji»{ hv rr<{inrf*ii ti> brin*» ahtuit thoM» 
•^tfjr-*. S«'\ffHMM Sara-MU ha** «>h**«'i\*'*l tfiat pt*«»ph' atnl pr<»«if afii*^ havt' 
•*tatHlai#! i»pt»ratii>;: pnu fiinre'-. aiif! tfial 

arr\ attri!!pt t«» iiilroiftrci* cfian^i* into thi* ^t^hool >cttiii«x 
r**tpnrf^. ainon^ nthrr tftin^«*. c han^inj* thi' lAjstiii^ ri'ji- 
ularirii'** in •^onjc' wav. Tlw iutnuU-A «Mitrf»rnrs involve 
chaiigitt^ an e'xi-^tiri^ rcsiularitv . ^'hininatin^ nnv «>r fnort' n{ 
th#*rn. of pr»Mhi( inii fn»\v onr^.*' 

Sara^^on n(»ti'!- that nio-t phintu'il t^hati^f fails to (*un>i({rr llit>sr 
ri'^uiariti**'^ or the» irnpact of <'ha»jit' upnn thfiu. Th ftfiotv, reforms 
tail. !{r riti'H tfir rit'vv rnati!. tiw rvi't>rm whic^h wa«* to hrin^ jo\ to 
niathi'niati( Trac fuT-- wrrc' toh{ t<> trac^h < r^'ative»iy. Titt'V wi'r»'>iivrn 
nru iMiok- o tirricuhntn ami t«»!rj how to xf^r lUvtn. Imi the "rtiltun* u( 
the- ^rlinol/' ill Sata>of)\ term, wa* in no wav ehan^ecL The setting tti 
whit h \ltu-^r nrwlv-retraitied teac^f!*^!*^ wen* to fnnrtion fiad nt>t hei'U 
a!itM t«*i{ lt\ the retrainin«i. and teaefnT-* easily feii haek info their i»hi 
wav--. Sara-^on «'*»nehi<ieH that the new tiratfi was nt» tnore inten*'-tin|» 
than the «ilcK ntul perhafw h'-^ «'ffe'ettv«\ Kt^r Sarason. the !e<>on is tfuif 
the phtntMT*^ did not acfrnit or perhap-- utidtTsf and what they wante«l to 
change. 

I he Mh'^ervatjnti fiold-^ lor -^iipi riijtendetits. tot>. They fnlt^t eiver- 
eiMiie tfjeif »*ettin^. the -v-teni, atid their own training. The Siiperin- 
ten.h'Mt-* NetH.^rk begins witli the training, and PKOJKCT OPKN 
enc*onrage*H re'forrns of settitigs an<i systems hv thi^se working in them. 
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Some Rffor nuT**^ Ai^Htiniptmns 

S»ira**i»n*-* "l»-^e-r\atit»n-* ran Ur .ifiptieul ^I'tu'raHv !o riiiHi\ (V^le'ral 
pro^i am«*. iltv-pitt- thrir more- < <Mnptr\ c n\ ii*ifiiiirnl (hi-^ lto«ik i-^ alnml 
M-hooU A\u\ trarhrt^, a rrlative'K i f*rt\ii(»nin<*iiti. An KSKA ha> 
a«* it- iai rrtorin — a jn«*t •^orirtv and eqiia! fciiicatiHEial i^pfxtr- 

tiMiitie-**. The' j:«-ne'ral iifcM wa^i that tfir poor wouhi \>r ahle* tiM cmipetc it* 
tfifv wriv iiisrti a bt^tteM e'dm'alior!. which a>-^tnnrs tfiat corniM'titiori i.** 
tor r\cT\«»fu* an<{ tfial t*<iiirati<»fi can lie «»i\cn. Kapial rcMiIts in cither 
eMiucatii^n or lite ne'ic tml the titiK that tfic schonls compensate 

tor ihc i{i"-ativanta^C"- of pi»vcrtv. raci>tti. inahnitrition, an«{ pe'rfiaps a 
hrt>keMj lioiiif. Mt>ncv vvouhi >iippi»sctily cnal>h' th»' schtM^ls ti» provide 
the net r-»-.ar\ i onipcn^atory eiJucation tor the disa(ivantage(i. SchiMil 
(h'-trict"- \%rrc expci ted to .^petrd the usonev oi> tUt- liisadvaixta^ed. hut 
there were* no te^th in ihin retptireiitent. 

Ne-ithcr. appare-ntlv. wa< there an un({cr>tan<{in^ i»f tlw sc'hooPs 
i>i •*4'liot»t *ii"*t? ovvtj regi2hirifi«'>: >pend a> <'(pialiy a> nece>sary on 
ntidtile rkt'*- aini poor, hut Ireat the rni({i!le c!a» ru<ire equally . For 
rca*«ofi*« that have a lot to iUi witfi cnstttnu pohti<'ai intluenct-, and the 
niiflcUe i lA^-> haektironrjd** o{ •.choo! afhnini>trator>. !none\ and cotn- 
i«irt«* fiave jzeneraHv hecn nunr rea«fi!y avaihihle to niiddle cla^*^ 
•*chot>U and their -itucients. KSK \ c\pe<'ted to re'drcss the itnhaiancc* 
and to provicic mtfrr {or the poeir, hut the* law made no provinic^n for 
c!i'-hio!ii!it:adrnini!*trator> from the an^ry c ries i>t* middle cla>f- parents 
whi* teh their cfiildren wt*re heing discrinunate<{ against, no provisicm 
to help a comnuiuity understaiiii its own discriniinatc»ry patterns, no 
provision {or he-ipinji a district hreik away {n>m its awn spending 
pattern?*. 

In fact. KSKA ami i>ther reforms tend to "hlaiiie the victim.** A 
•*po\e-rtv cycle" -^uch a construct, w ith n(» e\planati(»n (»f*tfie causes 
of povertv otiier than ituiividua! ({«'flciency. The poe»r can escape tlieir 
rnnihtiou tlirough andntii^n, hani work, education, anc{ <n lorth. Soci« 
ety provide^ the' ♦.pportufi!tv\ and i{'th«' p«>ordo nu\ jtimp at the'chanc<\ 
t{ia! \^ their per-*oria! faihire of judgmetit, will, i»r 'haracte*r. "Blaming 
the victi!?r' -^tand*- in the way of utiderstandiiig the <-ompiexity of the 
pri^hiern and in the wav i»f a comitttinity'-^ acceptartce c^f the f'iiatiges it 
will ha\ «' to make" in il>e>wt) hehavie^r/rhearclutectsofKSKA assumeil 
that there wcfuhl he nn in-unniKintahle- harriers speruUng extra 
ntemev t»n t!ie piM»r. wfu'n in fact vvm i\ta\ re'<juircd c*hanging the 
evi-ting re»gtdarities «•! ttntikteig alu^ut <and spending nHmey im) the 
poor. Be'cau*»#' there* wa*^ tio preparation f<>r tlu'se changes, they e^flen 
diiln't oi cur. KSK \ fh>llars often went for se-rvices e((ual!y av ailahle to 
all -school « !ii!dren, and \n sc>me cases tor g(M»ds and serv ices availahle 
t»nl> to nim-p<M>r, m for adtninistrative fum*ti<ms. 
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['fit' r»'[atii»»-[ti[r bftue e'n piifrlir niuratiMri aiuI WfUilH-bf reform- 
i'- Krt\ hkf tfl.tf «»! Ku^'-i.i an<i Napolnin. "Kail hark niul wait until 
wititcT." i\\r Ku*«<^iaM •-tiatt'fiv. r!ii^[it *e'r\«* a*» tin* \va!rhw<»r(i ot \\\r 
nati<niaL '^tatt*. anil Im al t^hii ational t^**lal>li*»hrMfti!>. An<{ as {e»r thi' 
re'fo! fiuM'"*. the'ir <'afupai^!t<^ ha\<' hrt't\ a> urikr{ov\tn|» (a»i! i>f'tr» as 
Mltrn'-tvfM a*» H»»napar!e»'-».^** ihr e'tlucatitui f>tahlis|irn<'nt rc>lU with 
thf^ putirhr**; it i{f»e-"*rt't « t»nfitrratta< k the re't'urttu•r^' charj^t's eir*'uri- 
rqiiaf i'<{u( ati(>rial <»pft«»rtutut\" <»r "cirath at an rariy aj;«'." It ^^ivrs 
*it»»iin<{ an<i ah"*«»rh-» thr hlnw^. \^ >tratc-fiy it \^ iaiiliant. a!tfi<nij;h tht* 
rofi-»rqtti'rM fi»r ( !ul(ire*n. thr pawn** of lUr luittlr. are utikixmu. 

K«»! the-ir part. \Ur rt'forrnr!> luive had no niaster strategy. Tfieir 
chief weapon fnonry, wliieli the-v throw at the enertiy. They alsfi 
runir atrru «{ with -^trident rhete»ric an<i what Donahl Sehon calls the 
"e e'nter-pe-rip[ie»r\ ftuuh^r' onniprcjvitJ^ <'i{»ratiori.^* They are in the 
renter. ««t mui^v. witfi a nioc{el a better ^ohiMi!, if the schools will 
tMilv a»lo(tf it. 

1 ftc* latf*-*? pac k tt\ re'ftirrnMnirnleff pcijph- earrioinily ininu*> — lu* 
rfiefi»rir. fjiif r\e'n fh*" ( enter-peripfoTv rn*M{e!. '['ficir f»oti<»n i> that 
^i\t'n "fr«-t " fooru-x the local eihicator** will make the kinils \tn* 
provcruent-^ tae\ haxeatwav- wantet} hut «'ouhhrt afionf. W inter has 
cfMue ft»r Uir- fn-t ^riKip. which fta** faHen ha<'k in ra^s and tatters, its 
fuoni'v and rfirtorir *p«'tit. i jM w*»at[ier lie-* ahead for tfie sec«Micl 
*iroup of reformer-. wh(» are- prc-^-^ing the attack with a new weapon. 
ed{icati(»fi re"* e»niie*-'H[tarin^. 



The Kcturattonai I^eai{erMhi|» Program 

There i> anothe-r thread in the st<>ry eif the emergence of the 
Superintendents* Network* ami it c«>neerns another pri>p:rarn that 
Bi^e{ow atiministerefh the Kdiicational Leadership Program, au* 
thi^ri/.ed under Part l> of KP{)A. It happetied this way, as Bigelow 
remendier*^ it:^* 

Toward the e^nd of fiscal year 1966. I learned that about $1 
milhon of the fellowship money set aside for institutional 
aid was not g<>ing to be spent. I knew that OE hati no 
programs speciOcallv for administrators^ so I pre>p«>sed t<^ 
my bosses. Nolat) Kstes {the AsscK-iate (^>mmissioner of 
BKSFjanti Hart»Id f{<>well (the (-ofnmissionerl that we use 
that tn<mev and do sf»mething for administrators. 

73 



Tlir Sti{H»rtEtli*iiil«'rtt'N* Ni-tHork 



63 



\\h\ wrtr \nu (*niit*<Tru'i{ ahoiit aihnini^trators? 

I tiulut think it ua** l ijibt iuf tlu*(Hlii'e« t»» i^imif iUviw. mul I 
\varite*({ tc» ativanrc tfit* i({(*a that niv tiivi^ion wa> ivt\ totalU 
inii\<»r-it\-c»rif»fite»<L a-* «»\cr\«>ri«' -»r«»m«*c{ tu flunk tthev 

\\ hat fiapfit'fitMl^ 

lh»wt* ami K-'to atiFffcf, Mui viv w^vd lUv numry lor a 
rnfiffrrfuf iiisc'iis> "VI hat OK should tin {'or sc ImioI 
•^ujKMintftitlefU?*/' W »• H|u lit the tmnu^y Ut carry out soino 
«if fh<* -»uji^e*Htio»s truo^tU at the u!UNt*rsit> l«*vrK hy thr 
\Mi\\. rhfv wrrrn't \rry su<i*rssfui. in niy juiigment. hr- 
<\Mi-f' the- univerHitieH simply <liihrt kiiim what to do with 
H« h#H»l *'U{K*rintt'neit*nts. Wh*'a w** trird to g»»t proposals 
ir«»tn the* uui\rr«*itifs for '*rr-tof>!i{ij:" supt^rintrndfMits. we 
ht£ a eiry well. But there was an important spiti-oll. 

What wa** l\\r *»pin-o{*t? 

The Kdu<'ati<>n Pn»tessionn Development Act was in the 
wnrk^ then* and ue d('sigru*d the Kdueationat Le'adership 
prof:ram» That progratn ^ave lellffW^fups at salai^ level to 
-( lurc^l atimini>trators. Later the program established the 
National Program in Kdneational Leadership l\PKL>. to 
attrart tiew. alreaciy suc eessful people- into ««(*hoo| ad- 
ministration. That pn»^rain ^lot the (MTiee invojvet! in re- 
form ot adnuni^trator training just ainuit the ^ame time the 
Ford Koundatiofi was desiprin^ it> Se've-n Lniversity f^o- 
«:ra!n. 

That pri'grafti wa** aU<» tfu* heginnitig itt*Bi^e|ow*s inv(»lv(*En(*nt in 
trainin^^ for ^c^fioot administrators, a first step toward the Superifiiend- 
efits* Network. Mi** evperiem e in TFT was a se'cond step. His divisicm 
w a> w r(*Ktlin^ w itti the idea of parity and finding it alt hut irnptissible to 
arliieve. Of the four jiroiips {university, si hool i>f echieution, eomntu- 
nity. and puhlie ^rho<»h. the puhlie sehoo{s w(*re the most diffieult to 
fn\«>{vr. Hi^eloH m(*ntion«*d tl (* problem to Riehard Foste»r. the Berkr- 
ley, C California, •^upt'rintendet^t of ?%<*hools. and sU|i^esie*d that Foster 
nif»et with F.^^tes, who had left OF. to heeome superintendent of schools 
in Dall is. K«^tes wa> already runnin*i a TTT-sponsored 'training com- 
plex" for teaehers, whic h was designed to minimize the weigitt of the 
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Hfi .Ui-*" l\\r\ \\t*U' in iiitltii itli^ti {niNjf iut^-N. {»ff ;ni'Nf tUr\ 
t\\rs are- -tMlifte'irnt. Ml thre'e- crite^Jia We-n- im|MMt;!lll, \\r 

tfiif-f wlio alre-atU we-rc in a <{<-ci^iMii^r»aktn»: pn«*ttit>n. Wf 
u ititfti IfMffeT-^ ufjti-^t' »..[iilit\ a krif>\\rj (pianfitv. \\V 
\varnf *i K-^te-* liiul l-n-^irv licrau'^r a-^ in«livi<inals tfirv \v<-rr 
«{i!tricTit: \\ir\ wrir LiUiut'-l opfMi-Nitrv ici '*fyif arid trnt- 
pri atiM iit. \- mil iluuk'mii rnt»\i-*i [u'voful WT an<l toWMfil 
a pfM;dram. wt- ri\t-nru'«{ that if tv\ o -nrh <Ji!'f«MiTU n)«-ri 
t <»!il<{ \\n{ k !i»«if!hr! . thf pri»5iia!M itui-^f I>r \ aliiahle*. 

Karl> Ptaiiiitnii; 

I hr li{-t plan-^^-^ t ail*'f{ ft»r a itati«»itai wnrk'^fsop 12A7> tiihau 
^lipt-r iritrrnlt'rU*- in l>a[!a^ in Jariuaiv. M>72. atiM a ^rih-^t'ipirnt 
WO! k»[!op |m! 2'>0 -tiprhntfueh-ut-. tiiitf ami pia< c {«» l^r aniMHint rt{. a-* 
a- a viihial *"lann*)«A ii*f" i>t fioaU r<»r -^tiifh: 

1. [ he- nature' <>t U-ac ru^*'<{«'ii fcif t\u' uiluiti ^rW'iii^, 

J lii*' UM»'-t [»t**ini>in^ appn»a([i«"^ Un the- «l»"livrr \ ut f»\%{li tn 
tln" blar k«*. tUr i .lu( an**-^. dutl iitln-i** thnird ist our c-nltrnf. 

^. Mtrrnativ*' -tratf^it— t»>f fhattjiin** thr pnhlic ^rfnM»! •^f«*ni. 

}. In-^Utntiiinal lat'i-tit i{{ tfji- K< hi"»UJ'' 

\ vfcofifi tnc'fhn^ \ti St. I.i»ui^ pr<«{u«'»'d a tttntv "^pt-citic ifiru^t: 
"Si }hM»l •^apriititrniie'nt^ urrti a !tuMrt> i»f training tht-nj^^rUf** for the 
rut M^nt eAiii^'Mj ir-^ of t\it*it p*»^itiMn."^**'!'!ir patttripatU'^ lalkrri al»nnt a 
natiMtuil "Krit-hrlp" fu twcuk -rhnul ^tipf-rintrruimfv: 

W'f wrtf* all in i^-^^-f-ritial a^re-rrnrnt that 
rifitfiri thi- UM-iUi- uoss u^vfl U\ "-rh«M>! -uprnnt»'iMh'nt> 

UMf ali thr itfficivativt' {ira< tire- h iil hfnujiht afiou! i-ijuai 
nnurti \r^^ quality? ^-liur'ation in uur ^rhnuU. . . 
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I'hv Ai^i ii^^it^] rrv<>Ur«i hir^e^K arnuu«l ihv thr^'ty. that 
^itH e- tilt* l*'r>l "^lipicnif ( »'UM i-^itiiu liimlin^ hml 

-<utiflhi!i^ ^^a*- dnne' al^iul ihr •*ituati»»ri. 

J'lif (U'^l pn»»iitv wa-* fio hni^ri hi^w to incicax' thr i|ualit\ 
♦ »t i-<{urati«»tj — that wa** taliiiiici fa-^t. It wa** thr uwrr ha**if 
tjtit-*thni m{ t*» a< hir\ e- tliM' de^-^f^i e'*:atii>h. tlie* {iJUilda- 
ticin (ct c'tftial i'(hu'ati(»ti huth in r(»ti>tit(2tifH£a{ a** \sr\\ a> 
eM{u<'ati<^rial itfrn^. 

hi titfieM wtHfU. hcfW to ch'^r^rt'jiatc without rr->f'^trt:atioii. }to\v li> 
ohi-v til** t !u afu! Htill ASitUl white- fli^zfit, ami otht-r fi|iiallv ^ra . r i^^^nrs. 
Thr !n-t ariti toM'fno»*t rire-ii wa> idrfUifu'ii 

opt-n nr»»{i!iitioti hv iUr ^r\\tu\l ntlpt't itttfiiifctit- t»f tficif 
ptr-'.e-iit pf i-Jii antfiit . ! hctraf ti-t . v\f !u-t'e{ to pio\ tht'tti 
he lp, hv ifeiireM-tifJ*: or t haft^in^ t\\v t niice'pt-* oj lii^w tht'\ 
ar«- al>h' to tit-vt-iop thr tut!*l.*niftilti! •-kilf'^ MfevJctJ to <ie»\ i*»e» 
a!ii{ n^r the- ne-w to<»U.^* 

rite' St. [.Mtii^. ptatifieT'* a^! Oft ha-^ir -^ttate-^v: e-arh -uh ftpH'ti' 
nte-rttt!^ w»»uti{ hi' (dfbitit tf'ti afcofiiin^ to tlie' nvw pritu rpte"- an«! 
ptfre-pt-* thfV wi'ir e'-^pou^iiiji. "(Iri>!ip pri»r(-»*^*' \> ail ath'^ptate** if 
\a^ut-. ttTiii {of wlia! tlie-v fia<{ lu nunW, a-^ "p^»hh'ltl-^hat iitji." In any 
I a-fr'. Mil' SnpninleMnh^tit--' \e'lv\i»ik ri»weM| to prae tic *' wlial it 
prrat fie ii. TheTe- u ouM hr wmr of liir tr-e ftirr e our-e--* on «>(H'ti f-ihn a- 
ti»»n that -^ome' iti-^tittitiofi-- of hr«ihiT h'artiiti^ we're* t^dWiu^i. 

hj-ti\nL tlir Supf rifite'tiiie'iit'*' Ne-tWf^ik — the- te*rm >oini hiM»atne- 
rirrnfttoii parLtrii t — wi»tilt{ traitt partiripatit^* fo applv ^eTifral -v^tfMn^ 
thfor\ fM pr.ihh'tt)-* oj ptthtic e'lhiratiiMi. Prohh'tn-^hariiifi rtiifiht U\ui Ut 
prohh'!!i-^f»|v iri^, the- piatinrrn he-iie-vt *!. atuf on that lu^ti* ihvy phititievi 
a -^ripie'tK e- of two ait<i onr-hail |o {our ilav-* of "iirtworkiii^ '^r>>ion>'* 
hif Hupe-rinte'fitie'tit^ tatiii pri!i< ipaU. e ily ((fllt ial"*, aruf ptThaps s< inHtl 
ImmhI ine tiilx i'-K T\u \ re^t-titircf that thf*ir i»wfi hiiliai f\p*Mte'n<'<' ~ 
opt'fi afiii «rr!ativr!\J aii\iHy-tr< #» «J^< iH^ion atul acrrptam r i>l th<'ir 
prohlf*!!!-*. -Ill rr>?-t'-, anti faihin*^ — e otihf he* eiitplicatevi. Theis«» 
fU'w[v-!rairu-i{ i^chool •^wp^TiDtrncirnts vnnUi the-ti iini >«*ssiofi«* with 
thi'ir own •^tafl'*. with re'^iorial ^tlperint«»^c{l•lUs. aiul with t>\\\vr 
.h't iMttti-rnakeTK in the^ir t iti*--. The- pt»-*ilH{itit»> ot rvrr-inrr^ asing 
dtvl int rea--in^ly rfle-e ti\ national nHwork^ ratifiht the ima}xinatii»n c^f 
thr partii ipants atul pre-fiare-ei the* way tor the* first national workshe^p 
of urhaii >rfio(il supprinte nth'tit*- in Dailas. Texas, in Jatiitary* 1972. 
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(»c*n€*ral S>?*lt»m?* Tli«»orv: A IVimiT 

afiti tft*' >iJjMTirH<'{!ff<'iiN' Ne'fHi-rk. \rrf»rifin^ to tin- tfie^orx. rveTv- 
ihiu^^ li\ inp i** a ••\'»t<'iiu ami a pan of rtj-f v othn «*\strtn>. !.ik»'ui^<\ 
i*\rt\ (»i^ant/atiotu jtj-*tittitioiu or •*«»( iai ^toupiii|i i'* a K\f»!\ 
*\'*tt't!i fia** l>otli ^trtM turr an<i tinu tioti. mul v\vv\ >>-trtn lias fMiurKi- 
aiic'^ f hroUfif{ vvhi( !t ^littuili ami ittiorniatioii from Mul to otluM ^>^te'^ls 
pa^«*. I.itr tirpi'ihio on tlir f1i>\v of tritorriiation. vxlui h ('nt*r|^i/r<» atui 
oprh- -^v-trni^. \ \w whirli nvii^fr* iiitrra< tion a!i<i n'jr< t> or 

rtii-tiaii^iafi'** information from ntUri ^\^\t^u\^ in rlokt^ii aiul «hin^. 

\ ^rfiooi r-* a "*y-trm. So ate' a tit\ . a poli<c«inari on \\\v ti»rrifr. ami 
l\w pn^t ottlt't'. '['he' -c hnol ha^ it?* own iittrrtia! f<•atllr^•^ arici rrjiular 
jKtttt'fh^. aiui \l iia^ an iticnrif iahi<' ironme^rit: ki-i**. t«\u'firr>, par- 
oii!^» V I \. \K\. tUr < oiirt^. f tfiruf ^r«»np-i. thr f!e'i^hlK»rii(MMi. 

liii«»ifi»«- nilfic-t^. ^» tn'ra!i\ hrU\ -«K-iaI rnorr^. tin* '•cfuiol (ii^trirt 
it»*rtt. AUt\ \\tr liiMlii it i-* tiriiohirn to. 

^*ol f'\ i rv -x -If 'HI tlu'i f arc' « on^iant-» \ rliiof of h fn<'h « haiip' 
it'-i'U. i !harif4«' fan irr pf»-iti\r or nr^atix v, afi<f a -^X'^tftti rnn^l hv able* to 
<ii"*« riittinart' iM-tut'on litr-^iivin*! Atui thr^Mtrnin^ ^■tlafl^«^ lntrra<'ti«>n 
i"* another ri>n^tartf c ortditiofj ttt an opf»n <i»\sfrni. ' -i. too, i> divfrsitv* 
uilhin arhl oiM-i«{r a "^x •"ffrn. lircan**^ tlir viw ir ..rnt is «li\<T**e. ihr 
•\-»fi-m that hot« r«>^«'nt*on- tn"*if{r it- [niiirHiatie's hrtti r(piippf*(i 
to (nie(*»r-!aMi{ and atiapt t«> it- er»\ tronM:<nt. \ \u* liivfr-*** -> strru i> U'ss 
liaf>le to lal! \i« ti!n to ra<»ta-tn»pf!r. a- the eeolojii^fH ha\e r^*tnin(ie*i{ 
ii-. The t'arirjer ^ro^inp a *iti^U' v:ui«'t\ of Hhe-al ran ht* ruiiu'tf hv 
hlifiht. and th«' !e-"-on fiohi"- for all -> -terns: di\er^tt\ i»* ^(utt{ iri'*nran<*<*. 

httormatiori pa**"-e- thtoti^h tii<' f^oumfarie- <i| a •*\-tern. whieh 
derodr^ it \u\n faMuliar !an*:na^e. Deeodiri^ i*^ nec es-arx i>eeause 
-peak different ton^tie-. Sehtto! people tfiink af>oUt ciifferent 
protdem-. u-e different lerntiitolo^v . atid their •*vst«'tn of vahie- i> 
ddf eTent ff Hni tho»*r of hnihier- or hus driver-. Teaehe-r-* •^e** thifi^^ one 
wav: -tndent- or adtfuni-tratc^r'* •ire fhettt differetttlv. But Hvin^ •^vs- 
tefn- !nu-t he' aide ti» *{e'eo«{e properlv. and ofte-n -e[iof>!s cannot* A 
taniihat ea-e of tin- tuirotnprehe*ndin^ -v-te-tn i*^ the s< fn>ol distriet 
v%hn fj iiear*^ i>laek parent*^ ^av tiial tin* seliooi^ are* ind'air to Idaek 
( inldren and tran-tate- that int(»rrnation onlv into a de'eisitin to liaii^ 
pieture*- t»t faiMon- idaek \nie'ri<*an- in »*efioo( corric{<»r^. 

>v HtiTn*" fMt-t rati^tate* ije'can*-** of tlieir natttral teneh'neies to resist 
rfutn^ie atid te'jef t ittforrnation tliat eonfliet'* with e'oniforialde. i on\en- 
litmai Indief-.. The luMitiiv. living i*ui\ frn^witit: sv^-tetn lias to hattle 
lln*-e trn<ienf'if-: it ha-* to !e'ar!i liov% to jiathf'r and proee*?*- new 
itiforniacion. wfiirii nu'ans it must aiwav-^ ht* al^rt to new souree?%. \ 
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hf'.t{tli\ Hv*tr»i uwi'-i lir .iltlr til -^c'par.itf \.ituai»{(*. cruTfji/iri^ nit«»ruia» 

tfiiotijih tiif nattifal fU'tx^**?!^** that c Mttrtrri ihfttt. \ in'tut^k i-* t\oi a 

tt a^tne*Eit«» «»! tiur ntiiniarv ain{ e»{ ail ■*\'*tfni-». Si»nie'tirii<*»* \sv ar«' 

c t»ti*« itui-^ (»t tftfrru anii ^MriM'tirin'** ar«MH>t» ThtTf art* ni-f v\«irk»* «it 
ifichvhiu.ii-*: tfie-rtt!*-. ric-iy.(iL^»!-. -^tfuH^ artpjaintantf*.. an«{ !Mi'*ino> 
a'»'*«»fi»irt'*.. Nftwi^t fnav he or^ani/cij — iikrth«' \rt)i*Fi<ari X-^-^in'ia- 
ti*m •»! St fi»M»i ViirinMf^tiatut** — i»i nriMi^ani/e'ci anii r\rti hapha/arci. 

K«»r \lu' >u\tt \m\tuu\v\i\'^^ \«'t\\i»rk» \Ur aim \va> pia^tnatu*. \\ hat 
•*\-ft'ni- f{iM-c'!!\ atlt'j-t \hr -<'h«M»U. atiif \io\\ ({n thi»\ iiitfrat t with t\w 
-iifKTU!tfihi«-rtt- t an -l^pf'^itltt•n^!<»nt•^ intltie'rit i* \\u' iirhavior •»! 
tfiii-f dthi't -\-tf'fn-. it a! aM." ihit j:rftrral brlie't \va> atnl that tlu' 
iaf;i:f f ^x^tt-ni-* tmptn^in^ «»n tfir ■*( [tiM#U ate n«»t «4irn to thr pubti<' 
*^ U»M>U: I.I- . tfirv »{»» nn\ ac t av it \\rie» intcrfh^prruirrW \\'\\\\ \hr 

lit*ol -^v-^ti fn. \f»>ff -^irnpU, fhf *upe»rifife«n*le»tH* an*i ihr -^c hiHil** 
n-f! a -tilfi* irnt x^iif jtt tniini« ipa! *if<*i*»inn«' that alfrct m'IiooI 

• ^MufifiMfi'-. i Mhrt ^v-^trrn^ Uaw luA Itt vu it\iVi\ U* itttc tat tioii with thr 

hiMiU ritfu'i t **k<*<'p !}tf --< ftini[H ttiil iii p<»lilit -^''u atui *»t fieio| hMci^'r** 
!h«'tti**f'i\ af f* iiiatfi t«» t<'t'«>^fti/r the « fiatiji*"* in th^'ir <»\vtt p«»»*i{inti*». 

^('hcidU ftavc* hfcn ^i»«"fi rn«<rt' rr*»p<>t!**i{ti!it\ f*M iar«if'r *»o('ial prtib- 
h'fn- of friahnittiti*»tK ftutt^rt. ra« i--nK poxtTtv. the old po**^ that 
-t lhtoU aft' af>ti\i* ptititic-* ha* hev euiH' a Hahilitv. Srhoi»U are* in th«' 
v«H fr'\. ari»{ l«» hi' f'!|f*c»ti\ r a -^tipf-r ititeTKh'tit tnn^i po-«-e-H> ati <'\tra«>r- 
limarv Mrn[»irMtion of p«»htira!. !nafia;:«'riaL corfHtnitiieatixf. an«f ir>- 
tripfT-^nna! -^kilU. rhr •«npc*rintrni{e'nt luif't hr a < iMnnuinit\ h'ath'r: 
ftr* tnn^t iMti{f t*»taih{ that ■^i fuml prMitlcrrt* an* iiuAtri< ahl\ c i'tutf^c lrd 
witft lUr prolih'tn-^ ii\ oth^f -v-trnj-. af.d. thrr*'forf\ iii--o!tihh' uithont 

«•« iipc't »itlon. 



I>alta% I.ead^ Tiw Wa; 

rh»' pi>H t»i I ••nut'ctiotK I oopftati*»n» atnl i!»anp' ^ot into 

ftill nm HI i^aiia- in thr f it*t ttn^t^tli n< 1^72. Kh-xrrj •*npe'rititrn(ie'tit> 
ttMfu tnaiMt nri>an ( t'titrr-^^'* t!i*'t tor tfirr** and on«-hah dav**. That 
Eiu'f'lin^ u-^t'd l)alia** fnnr-*t <»\e'rdf'*-rjirf'fiation a** topfr, withdata 
a{fOiit thr « Atul thf -i hooU, anci hroujiht ifi 3.> f)aHa^ hi^fi sc hool 
pririripal- ariii ki'\ adtrnni-trativf •-tatt tnrnihrf** for otir *s«'neTal 
"*ton. i'f'ho-i- ptin« ipat-' afid kr\ adrnini*^! rator* lat**r had a tu-tut»rkiii^ 
*f'**ii»fi i»t difie own»» hurinfi th*' tlr-^t ti|{! %«'ar, iUi^tv weT*' nliu* 
>»ip»*r iitti iMh'tit*' \♦»t^^^t k ^♦••.•^iott* iti\ nlvin^ over 70 »*iiprrint<'ndrnt»* 
(inrhtdiei^ *»i»»h* re•p^Mtrr^t. The* Snpfrintrntle-nt'** N«*tuork ha*^ aUn 
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ilf'\rli>|>f«{ it! tu'w iiilfrti«>ri*^, T\u* ••piti-«>it inrhiHf** citywitir rx'twurk- 
itio ^r--i»»n- tit p««iiti<\tl [iMcii't**. .1 Jiiulti-i its mt*ftin^ ufiiffi hiiMi»*ht 

•»'»it>fi- ill tht'ir mv\ii ar<*a> or tirHtru t>. 

!irhv(»fkin^. Her.i**"i»J^ ^i^^* mijiinat Supfrinte'mhTits' Network 
•»e*^*icifK hal!a*» fia*» l«»rri a par! tu-!v\(Kkiii^ >t*«H'»ii>f!'» for m-|ioo| 
••lifuTirtte nelrnt-*, a<lr!iiru^trativt' !rati!>, pririripaU. iMMril riirinl>eM>. 
ami f'i*'< trit ami iHiiitfM-ial rtty |ra«lfr>. Dallas alsi> hfcartif \hv subject 
i4 a fihn. 'kMiiic alioti in Dallas/'" This tlltn and <{rincigrapf!t«- data 
a!»»tit I>a!l*i- have tj*»cil in oilier lU'tworkin^ se^sjinis to focus 

«{tM U*»*i«»ri on \\\v prohlciris facing urban suf^'rintrudcnts, and particu- 
(atfv oH till* probie fT)s of cle**%t»^rt'^ation. '{'be' lllrn i** cffc«'tivc witfi 
abnost ail j:foiip*», bi2l it is partrctilarly rt»lrvant for Pallas and urban or 
••nuthwf-»ri-r?i school ^upt-rinte'ncie'nts. Perhaps that explains why Dal- 
jjj, — luti ju^t it* *c'hoif|> — lia^ been s«» in%(»!ved in n<'t workinji, 
iiM'hiiiifi^ a pi»»iie-rrinji "niulti-rili.'*.*' ••e*!*ion that invoiveii ettv ttiana- 
Jiff*, eitv eouneil rne»i!di(*r*. ?*uperinten«h-nts. anti board members 
from '^even lar^ie \meriran eifies. 

Tfie Supenntetidents* \e!wc>rk has ehanjicil ;ili»n«; th«' nay anil 
• ♦Xpert** to keep un rhart^tUf:. In the eciurse al ii^ development, it has 
eonje under the umbrella id PKOJKCT < >PKN. u hieh hopes to become 
a National Network of Kducational Keform. The Superintendents' 
Nt*twork t> already a part of that Network and soon there mav be 
<-ornparable tietworks of rity n)anapers or mayors. The Su(>erinlend- 
ent-* Network atid PKC MK^T (>I*KN take the position that the edu< a- 
tiiMKil s>^tem. its •*ub-*vslerns. and ail the Micietal >y«^tem> that afteet 
«*dui'ation are in need of maj«>r atid minor readju-^tmenl'*^ to faeh otfier. 
The c ulprit r** not the •superintendent, or the ^ehooL i>r "'education." 
\le are all in this ti»^f*lber. 
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MM IIAYlTKxCotit.l 

^ f,.f,.»:jr Mi.iphv (,''.Cf ^.^.,t I If 'ii . / f .-'f ! "I ^ ' 1 1 "l f U ! i i 1 1 * " i , 

lr.'!f I '/-v; l,f,f.f'rf* Iff lhf>.rf'*tt'ttf^ f- 'hi' >;lf''n \% tulri \t»t KiliM.tfoti.il 

{ h«- tttH V {ft |..h(j Vt»'n»iv\ , I III' I \f«u*»«- "Hh*.! r«»rit.n.it v \»t}iiif{t\ in 

^. ! ..t Ki . «!»..fi \|.n\ h/Ti. 

" *»ti iw I i!» . r* ' illi .1 M.f .!» v» l.»|iritfttt.il pt'.« r-.-. iti Uu- v\.*v '* i hi' f •'.till K t h.il lh«» 
riit >lh « 1 t »Pf \ . Hf'f f ui.iifv thf >tt|M !mtrinli-iiN* k •-!i.tt»'jii\. 

x^t'tt' .{# \ . Ii.p.'.i hi'f .ft' ftiv (tr fi.jil f» -wi h»'fE.ihi >( ht»:t*«» iit xcutl th*- ^ftif*!*- "^fttf- . 

f ».,f ft;,.... »;.r'.,l»''. it ^..►IH u.Mi' \..fi.»'(t \\ M't(»-| . I ifluif; \'*tt K« ' I t .l! .1 ? t \ . .*tt'\ 

K' MU'-rit I t"f!» jfiiit it»'w. it .t*-! tu ••tif iaj i'Mi'Im Um-\ t jmi- 

h* t»tM h-''j. ti.-i h n{ ifj.t|»|»» •! th«' tfri.iitt •»! th»*** t-»uf- J»'rt^ lu't"M* h»«»k 

t*" %*f iff* t i h;- I- ftt M'» V* .IV t.' tiMiiii»i«-h h' t** -.pr* iti< it\ .ttid « l.irttv nt •Ir^t 
(ti. - iri'J E.{» .1- v^hi'h .iff • "ifjtirwt'nt ivith PKnJK* I npK\ ^tf.it» j:v lit 

t t.Mi* h.-i% • ».t t j ffujik v*f FjiJi-t -.IV tfj.tt jfii' !irt«fiTfuMitfhj:- \itt ifn- -^UttN'^v • .tin«' 
ll'tfu th«' -••wt* i {nfnJf»»!(i'i{ Pi-Fh.tj*^ ih** *>illt(ih*^! tt'tftrta v^i»tilif h<- t<i t uUfc- 

li.«h- » fll' i t/ ►,/. • " S\ sf, Ttr- !\t I. " » h ' .tTl.f Smi Nn'.fjL- I ttfft/ Mittff Fff ^\ \t» tfl\ ! Ift ,tt \ ** 

h-'tli hv U lit I f !hi« kli'v , v\ h" ' lirti'if ttii'*.** »»rt'i vv .ttM*thi'r h«Mtk i.tl t h.tfij:«' 

A flit U -A !• ,h\lu' uu l\ 

Ojjf J -M ift >;M ,lf ^••Ufi t» V\.i«- f»Mllv lh«' v%hi»h- Ut'Ui Mt^,tlM/.ttt«*fi.t{ 

'{fVf!. ;»f{\»'ht .Hi t -«'n-ftuitv tt.utifttt:. .tU'l ffutf ^vtnihf tiv Ut*if « ftifi, H'-fiJn-. .tfi*{ 

!?••{. til' tfi / I*/, f^\t.,''>' ^ fff f ff,i»i^', , \!..fl!|..\ I k It S/;,/// S///; r' ' .tfwf tJJ.IJtV «»f 

rfi.- pf»'|Mf«'l itn.{»'t tfi» .it'jij- lh«- \.iM"Hal haiiiifij; I .thiir.tlMf 

\t, Mttf. . f-.fn. Hi.»yi |..tp« I nht^ !*lJnJK< 1 <M*K\ in tht* t.t-hiofi. 

• I- ji»'ii |i{ I'-' r tf'tivt ln*t» .hi •itN'tEii^; xit.ttit^ i»j s i« t" .t* ftttfts* i-fti«'ttt«» 
tfii' m| ( H\u ..{ K.iin .iii*»M t ivMfi *! j.i..;;r,itii-. V\ii MM . 1 <>I'K\ 

iii!t' ifiV'iv* ifi*ttt«if i».fi.-. th< It ni''rfiht'S*, .tti»i th«* "^Jif t»«ufhi»nf: irt j 

.ft V »'!'»j'int'nt.tl |i!«M — I'tititt'K th«'jf "Uti tiTiti- — uh«-i«'hv .tr»' 
• I tf if st't*. fill I !t.tfn*fn- "f ihN t,ti tii«n .jt«» if«'v«'!ii|i« »trit{ a •<-ti«'«* rif oh (t«'r«-hi{* 

••t l»l» .1* .Ifi'i |tI»Mt »»»»m F*'.||tt^. 

• It .it'tt- With invh«»'{v 'ifi^iijf ••t «»iit»i.|<' t«t h«»'»|«f. ri«»! ihf 
"pt»'i:r« --ivt ft'fi.nii ♦'l»'riH'fft%/' .tu*\ ti»i! Ht.|r|\ wfthift ifn* !f .t»itfv%«if k ««! »-tlti' 



o 80 
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' V\U >lh'i .1 t >VV.\ h.t- thr rttnitt.il !»i|f*»if firipttt^ ni*titiitttth% .itnf -%«»te-nt*» fimf 
- <*( ti'^fMiritfinj^ ti« tht'it I'uv n<»tffui'iit . iititi/fii^ inifh i*\ti'f n.d tttu\ {titi*rfMl 
fM-'M{iirr-. nhjlt' nMtrit.iiri.-fif: tfn'if tdt'titiU. i'»iirv n tlnti-. 

hi'tti'P the* tr-(itit* i*^ ,(tiii I lt.itf;:a»^ tti*lii*> i>fU'tf*\ vihii is -IH l<»tltiil it. 

• Ihi' i i»ri' lit tin* V\ii >JK< r < H'KN -tMti>^v that titti>Mu.tii*tti Mui < latf!\ « aei 
{>t«Mii{< i> uf\% kim!- •»{ i'rt^af:i*tni*tff** i»hn h atf. iti e*{|«'rf. liH rff»»M»{«» a|»- 

f»'tu* u* titittatr f»rt^a#ii*iiif 111* aut{ t** .i-'-tifi' mlrra« tii»ii. 

PNOjM I 0|*K\ •i-i%f'- a- a hrik-|art. •«\*'triira?M aIN ^ath»-fiM»: il.ila tmra 
|Mrtt» iji.tftr-. pt'ii I'^-iiifj th«*->i' .laf.t !»M iial'|i'{ht'|iarti* in.ttit- tmAaitniu' th^u 
• »*%M flu Mi»rirniitt'». th»*u i^wn tiftttnttnti^. ami tluMi imn f\jif»rffi»i Im ftif»if 
{•t*Miut tt\«' ^ ts^ £fit^ |i'i|wtrt » •Fatt »tipp*»tt. tint ti« ^e*{i |itit;:ta{u» nt 
nl»»-.{ \*tt\ ti» ualfje r att»i 'iat.t % arif t«« \Ut* •>pc*f iti* patln i- 

pattf*. !<•! iarttv fh»' t-'-ni-' tn li titr i»titr»i. atMf t.» (a(-ilit»ttf* fht- fiijiafifHi»'Hl-» 

aft(f tMrt" {• Tittri- 

• PKC >jK< /f C . alU f«n pattu tpattt -i-tiprhiK !rll«»w*htp*, altbiMifih a 

lt!»llri{ tiuriiliff itt triltmohtp-' ttf -^ttppiftr tfM«{»-f-htp tl«*\«'lMp!l»rr>l Hi»l||<! 

at t r'Ift at*' the* tttoM'isit'ttt. 

\\\\u ati l Ha««'fi. p. 
Ifri' jrnijii* i>tt^Hia! *\{{fj 

horial.t \ h'Mi. Hv\t,fHi r^it' *^htUf '^t»ift' ^..tk: \"rtM!K ITiu pp. H\*^m. 

ri-!*.iiial irit«'tMi'*%-. \«i^ti-!. I'Ci. 

fii>ir!..\% f«»k a»ivaiitajit- thi* ^tm* final {li*\ihihtv •«{ TIT tu pav thr plaiitiiti^. 
IT ! "i? |)fii)«*< ha»{ hfi-ri ur^arn/t^l ^^ix i hi^te-t«^. .tii*{tb«' >Miithw«'-'t .iu«i \^r->t 
< 'M-t * h-.-f«'t* h pJ»ivii^*»! $?."t<HMMt I I"! a« fiMt\ i» !a!» «l l»i U****\ •'iip»*iit»t»'in!- 
t-ht». th»*r*- Ha^ jt{r>«(HK) to pav tti( pl.tfthtftj^. 

{'iatttiKi^ ilii* tiiiifiit. Man ft. I'd 

PLiiiiiiiiii ittfii'tit. 0« ti.lM f, |MT! 

It Ha* aidri'nl that th<* I .t*titnii«>«>i**ti i«n I ri«ie-f jtrai|i:.i!f' hiliu-.ititMi att*l llit- 
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•lnfi rifii It! r.iiil i li^itt .1! I ttrv»'»>»itv nt \i'fir.i-»k.i rii*- ^\u*h < ♦inifrti*- 

l.{t« t il« .(ttthitf lur.int «'uyih*ii*ri« «• w.i-^ »«'vi*i Tli.it in.«\ 

Ut^ht tit -tif^^f.jtii-rii •!f^"l"pf?trirt'». <>|*Mir'» utth<haHj! rm-.tfjJ a ■»h.»rt.tj^«- »•! {iini|>. 
^fii. h III rutti tiii'.inr -fn.ilN i tUni ohi»Mfi. ifif J-^^ln f »|.i> ui»f k'»ht«{i Duiiii'l hj-^ 
?». ♦ th iri»f«»rjfif ♦ riii'i»rtti>:- W itft»Mir f A* i-pthnt. titi* *i—«.infi.» h.ivi- lii-ftr i*\«'i-pttitw.{|l\ 
|vt..»{»i. tm . f (\..ik*h *|**>t JVU»r|i»Min!i ii'ltMir* itii^ht \i.t\r tiirfM tl intti.i i urn iMil»*wt. 

[^'naM \ lt{^. l.»v*. -Ihi "^prnt ..f I Mill-. * ittt{.iilili<>lit'(| i i8*^7;if. 2 ^. 

^h.n* I II-. i{li-.| tin- •fr\il.»|.rni-fjt Mf tlit-r hf«\f»: W r (iH*k \\ irfM-i'* ( Ajirrriflfi- 
thiMiiv .iii.hlif iti'iii f .tl N\ .^riMM" rhr»»r\ |»rf'\ ttMi'>l> rftftrt-ti T<*. .iii<{ « mnhnti'ii tt i\ith 
H» fr.t\ M'r.il ^« f'w J hritt\ . [ h.ii ovtittii-^t-Mf iittM*. ori^nia! K^hi iMirf^it.ni M 
I.-.t-f will* it.jftii'ij M{i*r»!if ii'ii |»jtt iif »Kn ri»t{iMl Hith ( httn^trtf: 

< >ut Mill ^*trk !ti -Mi.ilU;ii»Mifi rF.iirifiif^ ariil >;!i»nj» |ir»H r-*-*. K>h liaii »!»■• 
v» i-»jtt,i itii-..f{f - Mi xtti.iH-f:!'!!!^! .tml tuti tpi'f'^dti.tl ch.iK^r. aiituM<l thi* hli-.i that 
Kt.ftvj.tti il^ . .at{.{ *inU fii' -i|,4-ft .ii».t .tvatLif*!*' fn nlhi-c* ur^ot.ir a-* llif \ i>{iEaU 
h hi ' •fit! »rt ifn*»r I apj. (iv ri. ftiaeittaiit ifirrr imtj Kt*h\ it{iM!tl\ .in<i niti'^riU 

<i I . |ti ..|»lt ri* i tt t». fir Mihti'tai»i*'. \*H\ \\tv\ I ah .mlv |n» \irli)vrahlf- wlu i. ft-t-l 
lUt'\ »att Ji'it ri.f tht rrtM-Ki ^t Mut ti ut rhi-* »lii-t.f\ hail iiiMt t{fvr[ii|ifil !i\ Siitija 
(itiit^art -in. I I- tie-*'* fjlini lit hi'f !hv Ht'!t'U*\v\n*i(\ ht ( ttmtfw. 

« HU*-t I-.. ( itM- ua-* \Xaiii-r B«« kirv*-* iiiii»k |>M vi*»iiHi\ rt*ti'rtt*(i l«i: th«Mrthfr 
W.I'' rhi- HMrk Mf I5an> ruttfttiMftff whMfMif •^mtM-Hha* {»t»|Milari/**fl tr#»hf-ral >\'»triti'» 

hi'tftur. VfMUt^. I Miit«v{||... Mhtla!h-i;rhu. "^ait KfatM i-^m. HalltEthirc. \i!aiif;i. Hi*rk«'- 
li'\. hail. I-*. ^1 Mftlf aii»l f^^rrlar»»{, !*hm vi larrt t]\i- i»f ihr f|i'\ff» rin liiniy»fr h»'hl 
t!{i..*r t^tipi'rtftri-rMii'rti ti'o. 'haiitatt* rvirfrrn r rhr h»»t -opHt •«tf|tfrtitt«'ttiit*iiS'> afi* in. 
flu h*»i.! •^>j|i»'nritriii{itiro trMru S^tk < t\\ am! U a-^htii^tuif hfif titi.ihU- ti* 
atlrrnl mI'^v ..f fini-i^i-rit'M'o tti !h»-ir •h'-rn* I h«f*«' iHit « ttii-^ ha\r -.iiu r h iJ 
hrv\ -U|(i-ttht»'ttiti*tit-. aUM 




CHArTKRSKVKN: 
NKTWORKING 



prutf^«.i*»f{al !tii-i*tiM:» iu u\.iu\ \sd\<. Kat-h •*f-*^it>ri i> ifitivtfnt* 
cUlh HI ihi- i hi-niivtis uf thr parti* ipaiit^"^. fmt thrrr art- ('mm^h 
•^inularittf^ nt ^tnic-ture* auci ai-ts\il\ li> alli>\v iih ({eHcribt* (H*twi»rkiti^ 
in •»«>inf »fftail.^ 

*! he* proi «*>^ with du iiuitatiHii iVoin a c*«»!ifa^ur «m a {l irinl 

aih! an r\plarMtion «rt liii- Supri intrtMiru!'*' \^•t\%«»rk^ it** hi^f nry anti it?- 
jjLt»aU. iOtu- ^lu h truitati^ri ^Jib-^titulni alliteTati«>n {or ^prt-ifii itx : tht* 
Supfrinti-ritje'rif-*' \«-t\\«»rk \^ '*clt»ve»liipin^ v\a\> of liralicii: with llu' 

• !\r»aniii-^ ♦»{ < •»ritrttip»»rar\ utlMri lUle-inina^/' thr Irttrr ^ai«i.^ N<'\t 
I iMHt* at*t»j:l '>n pa^i-^ %»{ iittiiMiuctntA inalfrials. whifh mit r\«Ty«»n<' 
will !e\tij. h i i»H'*i-t^ «>f thrri* !m (isv pin **^ with titli> >uvh a>; 

Ktfue atlMfi Mul I lUiiu C.haii^** tH paj**''*^ 

>\^h'in- t»»f ^ '.fiarijif i I pa^t-'^f 

(»f:teTa! >\-tiM!i* IlirotA, a unitxinj: tratufw^rk* 1 1 pajir^i 
\ Pritiif? «»f) (.'vhtTiu'tii'^ (7 pa^t>» 

Thf [a-t-rK{fMf«L t'«»r tAarnpUs prc^M'tit** fxlK'nirtii'^ in hatnK 
rtnj^ahU' {nftaphi^r: a ti«in-c \lM-nu»ti<' ?-\'*!rtn t> iikf a hiMi>f with a 
turna<*i* hut w itfi th«TnM>«*tat. In**tafl a thr'rrn«>^rat luui v<>u have a 
t-vht-rnftii- '^v-^tt'rn. Thr xhrrino^tdt \\Unu\r^ iriforinatitm *>n the* ti^rn- 
pi*rat»!f iu'^iiii' \hr hou^r ami all«>WH y«>u !«» rt'^tilatr ihv trinpcTalurr. 
A nt^fM \ heThftii '*\'*trni ha^ iifithrr thr infonnatiori *^iih-?<vstrtn imr 
tltv rr^ulatiti*: ^iih-'*>'*t«'fn. 

\\ hfii wf '^ai*! that tmi r\t^r\nur wimi1i{ mul the* niatfiiah \\v vsirrr 
u\i^*nun^ lik«» thi^: in«»^t pailic-ipant*** liavr h«'« n Ut rlUln«•rou^ »u*<*t- 
iti^i'* nt proffN.N.iiinai a'-^in iatioij'* ari«{ fmvf hvru rxpH>rif !«> a jirrat lU^al 
ot litfratnrr «»n rthn atiim. nr^arii/atiori. amf oti. Thrrrloiv. th<' 
nKtji»r rhru**! of thf prrc MiitcPMHT !iiateTial> to r^^tahli^h a pragmatic- 
appfi»ai fi t«» what U r<*a!K worrying th«' parti<'ipata^, ratlteT than 
!«Mu^i!iji i>ti thfiirv Aiu\ ^tratfjiy. Partic ipants find themx'lv**** vtay 
tpiickK itnriu*r-f'«! in tht' pt^^* ^ral t om t rn'* th^y l>nn|i with thrrn. hut 
thf torinat itM*|t* i** «if*-i^ti«'«{ t«> tn<»ve» theni towani re'rte*«'tion anil 
anaU**!*- at a hri»aih*r coiif't^fitiial h^vfh rwu a^ they w«»rk prafimati* 

# a{lv towanl the '<»«»liitiiift <»f prnhh'tn^. 
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Built-in KcM?«tatfe**v 

r»» r»Tt rr«NuIt of too i\\au\ Hork-^fiop-^ anii prc»trH«if»rKi! nifftiri^**. 
\.. i'^ ihr if'^i'^t Aiirr di\\ir't\tAtvt\. lm\ uu^-^l ni \\\r dnii -^ it wiiltakt' 

iirt* krxivvn. W i« H.iti* t<* |>rt'iii(*! thai many panifipatii*^ arri\r at the* 
^f^^inn thitikh)^ ''V\r hrvti tci [luriihrii?*. i>t tht'*«' things. a\u\ dvv a 
^(mn! «»{>[u»itiinit . t«' trrifw ttii*U(i>lnps. hut actix itir** art* a huru'h i»i 
^afha^«*/' Or, "Wt liofj't lu'ftf ih(*<»r\. \\r want piartiral >lutt/' 

W l.Jf tM*{v\i»rkin^ IniiU on a «{i<*ht>ttnn> h«'twfe*n thftnv and 
prat tirr. tfiat fitiiquitnu** ino«{r t>1 thought i'* re'i o^ui/ahU*. Somr nl'thr 
tiiatrriai <h**i^nril to hrrak «{oun re'«*i^tanc'f darjifU h\ hvin^ (li!le*r- 
e'tit ttotn tM«i*t \\i»rk«^li»»p utatrriah mul to rracfi he'\ofn{ tfiat c*ornr!ii>rj 
tuofii* ot tftiMi^ltt. «o that participant^ wili interact — dtirinji and at'trr 
— in f!iore* anii diffrrcnt aful with new H\>tfrn>. 

Tlicff 1^ f>M '•th«'*»r\ pilL' •^Uftar-roatrd with "prartiral ^^tutf." hi 
la« !. the dirccfiMr! and di*tani*f* a ?*f'*sion traxcl^ i> ^e*nrrali\ up U* the 
(lartii'ipant^. The "••u^«ar-c uatinji" itnajze perhaps itiapprf»priate. 
[tiM ati**(* the ^oai i"^ rmt e*\p!ainiri«r utd *«(*ilin(: thei»r\ . hut partteipatt(»ti 
itt th*- prori'^H I al[«'d networking. 

We hi lie\e that ^^eho**! athiwM'-trator'- aln ath know how to n»an- 
a^e and rornrnunieate: and thc\ ktiow a ^r<*at deal ahout what shotihi 
hedt^tif. Ill [ar^c niea^urev training hir an evperieneed administrator is 
t»Hcn a prot r** of rnahhn;: liitti to aet on w hat he airead\ know**. F«>r 
e\ainph'. n?o*t adrtMni^trat(»r<^ kni>w that orderinji ehatiiie*^ in hehavior 
U'-ualU di^c** not wi>rk. T\\v\ know it from e»\fieriener. fnun «»duea- 
tif»ttal atnl teartiiti^ theor\. and fVoii! tlie hehavh>r;d *i<^ienees. 
\i'\rrthe!i*^^. tl*e\ •^tili mandate. U\ a senne^ theru t!ie infortnati(»n 
which pro\ide«» the *«uperintenih'nt a frame i»f reference for his uwn 
he ha\ior aireaih pie»>ent in htr«!e niea**ttre. The issue for innsi 
practitioner* i* to translate into action what they know and heUeve. Sn. 
rather thati ^aturatinj: the' participants witli tt>ore theory, superinteti- 
dent* are a*ke({ ti» t(*li each .»ther what the*y know ah'*at deahnjZ with 
critical i*»*»e* in the»ir own Hv^ti'tU'*. Thev are asked In mi>ve ha<'k atid 
f<»rth he*twe*cn jienerah/atioti and spef'taH/ation just a> the'\ do iti real 
lih*. (hi the one hand, thev must aet in a -^peu-ific situation, hut on the 
•ither hand. th«*y tnu!-t re<ptm<l uenera! pidiei«'s, re<|uiremetUs. 
environmental fa^-tor^. and a hody of kni»whNi^e an<l theMiry. Theory 
anii *trat«'jiy itiforit. action. whiU' aetii»M «'ontr!hiite's to the deveh^p- 
t!ient id theorx and kriovv cdt^e*. 

A'* the p:irtic*ipantoi move tnt<^ specifies, the\ are aske^d tell e»a"h 
other how they wouhl rea<*t t«^ re*al proh|eni>, and why. This only 
happens {^radnaliy. hif^eause most p<»o de feel vuineralde when ihey 
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bi'jitfi !i» iii-i fti«*e- fitiu fhrv utMilil fi.truiU' u Hprrifir ^iti»atioft ithfx iwr 
aUa'uI \\u''\t UrliAsun will l»r ari.th/i'({. affa* ke^L i»t Hd dMii-^ucHHrcit 
.ifiti hei aii^r tfi»'\ havr NmmwiI tlm^u^h I'Vpfrii-riCf lliat r\plaiiii»»» 
fhf'ir indtvitiuai at Immj-* itjav \>r ^nriirwhaf r^iu-{iiiri|(iri«i but ha^ vrr\ 
littlf iinjKU t «»fi him i^tlirr-* brha\r. thr •^iipiTifitcrKirnts ^vt in- 
voKe-il in prifornun*: ta^k-*. fhe\ lu'jiin t«> talk aUtml ufiat ihry know 
ami li» ana!\/f* ami t atrp»ri/:f '*tratt*j:ie?*. inrthoiK. ami prcK-rssfs for 
|i«*t!ing thin»i^ ifotu-. C iiaitnalU . a^ ^upfrintrnife'nt^ l»r«:in to ^harr tUrir 
hopr-*. a^pirarion<%. ^oaU. and ujfa^^, tfir\ aUi» be'j:in to share M»ntr nl* 
tlit'ir c-onre'rn-* amf fv^n ^innr of thrir fratH. (^htilr ratU in the pKM'os*^ 
e'\frv«mr rfco^ni/r?. that rno^t of his co|{fa|in«*s (rrl rathrr ahtnr. (hw 
•»uprrintrnf|**nt will «Aplain that his i(»h is niorr than a litlfr tri<'k\ : ihr 
('(^tnrtturtitv i*- takin^* pt»t«.ht»ts at him: >im\r of hi*^ owtt staff nirinhrrs 
art- ilouhtfui ahiMit ^otnr of his pri»^ranis: lUv trach^r?*, rithrr imli« 
\iiiual!> or in an i>r\iiitu/rti way. an* pushing in «fiffe*refil liirci'lions; 
ami thi' ^i hool hoani is rnaniiatin^ stMutit^nn that hr tVt-ls may be 
ib-*tnirti\e. \i»il a-* «>thers t»'^! thr wafer. ratKlor. whieh mr^ht be 
ifnpo-*«*iblf if the j:ronp inelnfh'ii prineipaU or bc»ari{ rnenibers. be- 
t finie^ po^^ilih'. T\\r «:ri>up's honit»(:e*neif y niake-^ for a relatively cfniek 
tlevelopnient of trn^t. Bee-atise otfrers in tlie *irtnip also feel somewiiat 
{••olatetf from titeir own sta*!?* or ferl the pressure?* »if the eonununity . it 
bf'<*of!if^ tairlv easy to be'jtiin to explore way?* of ilealif)^ witli these 
{iroblem^. 

Mappinis the Kn%ir«nment 

it thc'n is pt»<%sib!e to niake ome* ^eneraii/atioti^ alMUit the envi- 
ronments in whieh pnblie f»<lueation oeetn>H. hi a sefise-, the* sUfK-rin* 
ti'mlent^ eun fnap their ^ener«i e*nvitt»mnent anil ^le^iri to pin Wown 
>t>me of the* ntiique element?* i»f intiiviciual situations. This leads to two 
krmis of aetiori*: h tfie be|:innin^ of a set of relati<»nshtps in whi<'h a 
snfierintendent ran elarify ami reinforce his <>wn pereeptions of his 
en\iri»tnnent. Fhat may leaii tiM c^nfirniationof someof the things that 
he is tr>in^ to i|o: in other eases he may fiml his approach belnjt 
c'ontradietetL but in a eonsiruetive way* an«l 2» those parts of a system 
or envin»nment whieh require special att'^ntton ean i>e separate*d from 
the more j^eneral problems. For example, most urban s<'hi«>l sup(*rtn* 
tetnlents have problems re|atei{ to inte^ratinn amf ile*se{£regation. 
Sterne of these* problems fan be }2:<'nerali/e<l in terms of eourt orders, 
predietable snc'ial patterns flight from the cities, ei cetera. Others are 
uniipie tt» -pe'cifu' <Mties. because some superintendents are dealing 
with fragmented, hetemgeneous communities of bhie- and white- 
collar wi>rkers. blai*ks« (IhteamK. and other ethnic and racial groups. 
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Thn^. fill' uav ill whu h ntu* ^uprriritfMilt nt itivnUo hi> { lainiuitut) in 

M»Utf •►iUlU' ntiifl HU|»e rifltt'ln{r!»t t.ikt"*. 

Ka!i\ in the* ••r^niou tfu'tr tiia\ l«' a liin* with th«' tu'twink 

•*f**-»iiifi iMa!ia»:«T'* alwHit •••ntnf thc*o!rtit al rna!«Tial. wlurh iiia> ha\<* 
ln-#*n r*i\ftfi{ in the {>rf-r«\u{in^. 'n!i«*ilis(U'^''i<»tJ wiil hv to explore new 
re'iiniriMlif^N ti»r exainifutig ihr varinu«% i*trai«'«iies ati<{ trariirs oi refcr- 
rnt e that pf't>pl«' ii-^r in tai kliiig !iia!ia|ierial ami eotiutiunity aetiiai 
prohle'rn*-. \l\f i that t \plaiiaf«»rv -.t^-^sion, the inanajiers <{i> nut svrtw to 
iUf \ t t \ luwch rnatiajiinji. T\\v\ ha\ #• ni»t lu'!pei{ w ith the '*niap." unless 
the ta^k it^^rlt wa.-* not t lear. In t'ac't, the pro|r!*Hic»na!s who run the- 
«»v•««•^iorl *»tM*nt ti» waruier tti atn! out i»t' the* nM»n! tViun titne to tinte* 
••toppififi t»i I a»*i«»nallv to listers They rie'%er sit iiitw!i, U'the'V an* asked 
iiir hr\\* \s\\\\ a -^peTifH- ta'^k, t'ley prohahly will not satisfy the irn- 
ftteihatf r»-quf«»t, hut wili a^k {' they ran hrip clarih the earii<'r 
<ltri-rtion-.. \ j:ri>up that ha-^ anivt*<! at a jrenuine* itnpassr (perhaps 
iu\iA\ -tittuji (!i-*a^rc»e'tnent M atuiot assume tlie njan * --^ w ill hail it 
out. Ihi' manager-* wi![ prohahU suti^ie-^t that the «:!o,i|. confront* 
Mtlit'i than hiir\, the ifi-^ajiroeriuMit, 



Four (Iate|S€»rteh c»f Behav ior 

Nnt muU till* !na!ia^ers lio ver\ little apparent niatiagiti^r. they 
aUt» refrain tn^m writing: pre-^rriptioris or making pn»nounrfments. 
Thf\ nii|iht «{e><Tii>e the itlentifvitig i haraete-ri^ties of several UHnles 
i>f hefia\ior that the ^ri>up is e{ispla>!n^ Mhteraetive. reac tive, pM>ae- 
ti\e. dtu{ inaetfVfM. hut they will not ('ate«:<irtze inclividual hehavior. 
Thev leave that to the ^mup. 

Miwt of tfie -^uperinterwlent^ m «uie j^roup may he ecuu iriee<l that 
thev noeii intorniation. energy* iileas* an«! suppiirt from a wiile ran^ie of 
Hfuiree^>. inc hnlinj: tlieir own staffs, the eomtnunity, and the seh<M>l 
hoard. Ti» the exte'ut that they helteve that other individuals and groups 
have the capac ity in help, thither heeause <*( knowledge, power* or 
eiimniitnu'nt, then (the theory su^^gests> the superintetidenls would 
adi»pt the "interaetive" approaeh to the people and groups around 
them, riiat is, the-y jiun in prohlem-sfijvirtg. 

Or, a superintendent may feel that si>me (smiponents of bin sys- 
tem i>r eo<nmunity have very litth' knowledge, eapaeity* or eommit- 
nif^nt. afid tfiat has to take the lead if the selioi>l distriet is going to 
move in c ertain areas. That partieular superintendent may, eon- 
seiou^'ly or uneonseiously, adopt a •'pnwtive'* mode of prohlem solv* 
ingor eomnuinieatifm with his environment. The diagram heh»w pi<'* 
tures the piissihle relationships: 
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Tlw hi^h dUil {nw |H»le'•^ IrricitJ* tht^ ca\nu'\ly of a sy?<t<'m to «ieal 
with it- rnvirnninrnt: fapat-ity i-^ d<»t«^rrnint*<{ hy the systenrs knowU 
f'(i^e\ power, wiHin^ness tf^ a(*t. time avaiiai»!r status, anci ftnan<*ial 
resourres. ill pver> <*ase, the systcMu's eapartty is different, and in 
each ea«»>e the e!>vironment*s eapaeity responei {or to act initially! is 
iiifferepv (ion iifer a single ^ehooKsti e_. a systeni*sM*apaeity t<Mieal 
witfj (»*»^* stuflent on a matter of protnoti(»n or ciisripline. Normally we 
winil'i eon -ider that the st'hool hohls most «!>f the rards: stattis, power, 
money. »villingne*4S to art, knowledge, ancf time are on the sehooPs 
side. \% " wouliJ say that the srhooi has a hifjh eapaeity fe»r dealing with 
it-* environment and that the student (the environment in this c»ase> has 
a Itm ••apa% ity: not mu<*h status, power, or money. In such a ease, we 
would **x;>e t **proaetive** behavior fnun the seh^Md, and an "maetive** 
rer^pon^e from the student. 

But if the environment is a different system, siieh • real estate 
interests, the seho«>{V eapa« ity shrinks. One school or even a sehool 
distriet t:a*^ little knowledp * pt»wer, money, time, <ir wtltittgne^^s {u art 
in a is iaiionship with real estate interests, fuit the actions of the 
reahors can affe<^t the >i h^ol (espeeiaily in the mattt^r of the eomposi- 
tioii of the studemt iHwlyh 
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Kfivironment*-* 
< lap.tc itv 


{.ik«»l\ Beha»i<>! 






prnartivr — the 
s\>teni assumi's 
(MMitrot 




hi^h 


reacti\e — the 

efiv irc»muei>t assumes 

n»ntnii 


low 




ituietive — tiotfung 
happeii!^ 




!u^h 


ititera<tive — a 
sharinji i^r '*jiive 
a?ifi take" afUHnacli 


riie' r art' n*»t !ian! and (a^l fonnula-^. '>tit \\w\ aw a dear piutc. 
I'hr tfitn« if!t> lit'-s iti aT.><'>Hiji|:^ thv rapacitio of the sv^tefu aiul its 
rrivirMniEieti!. It i-* a> liar*{ judj^e jwif'** ^m ri capacitN (or that of the 



«*\«i.tef!i ti» nhic f! tme he!c>ng>^ ds i\ is t<> we'i^h the eapa<Mty of one's 
env iriKunerit. Nor is it easy or realistic to separate a single environ- 
nit ii!. that a siti^ite^ «it{ier system. {)ne s< hoe>l has many e^iviron- 
iiieiitM -^tii«ient>. the < onrts. {lolic PTA. the "power stnieture." 
NK V. \FT. husine^s intere^-ts, etfinie groups, up in and pi*ssibly 
ini lading the hus tlriver^^' union. There are aist> fre^e-noating, intan^ii* 
h!f <-n\ iro^urU'nt>* like re^istanee to ehan^e, the national inooil. ami 
con\entronai wi*4ihnn. 

Mthnugh the ciiagram does not suggest the *'hest*' hehavii>r, there 
is invariably a widespread tendenc y to assume that interactive be- 
havior is best. Intera<'tion simply souncfs better. It conjures up a 
pirture of fair-dealing, of give-and-take, of demoeratir compromise. 
Thus. v%he!i the problem-solving begins, a lot of superintendents — 
who are tti reality a remarkably pmactive lot — will select the interac- 
tive opiion as the best course of action. This happens {{espite the 
managerV explanation that m> one behavior is always best« and that a 
given 'situation may call f«»r either inactive. rei.**tive. or proactive 
behavi»»r. < Hten it is other participants who get things back on an even 
keel by ff M illing attention on the over«'mphasts on interaction. It Is the 
interac tit»n of the session itself that helps end the game some superin- 
tencb'f!!s play when they c hoose inte*ract!on liecause they think it is the 
Lest behavior to exhibit. ^3 

\ 



A Rfal Pr«»hleni 

I p l«» iu>\s m d n(*t\voikiri^ -^r-Hioii, lUrtf luivr Urm ktmN f»t 
arti\ \Uv^', I \ a rUt^r Uutk at a ^«h<M>l «li**trirt*^ fn\ initiriirtEt. il^* «-{t'vc- 
ti\e'ni'-*'*. an*! ^* fn'rali/af»lf' f<»n'«'^ «»r tiMtun"^ \\hi« h all partic i- 
patit> •*haM\ ami 2i muik' ^riifiai tiu'uty and nti arrtsio that arr re'lattM{ 
t<» the' oii-^i>i(!«< rorirrni** «»{ rarh irMli\ i<!tta! >v*ite*ni. Partrcipa nt> lia\ v 
haii a fhatue t«Mff ii-irniiir wln'tlu'r H«»iiiiM»i {Ur>r thi'ore'tiral rofifi»pts 
rati pi«»\ ulr a Uc'tlrt 'iianrtlr" lot tai'ktiiijti pri»i»lrtUH, ronununirating* 
arui roriun*! to liiTi-^ioii-. 

The' ne-xt ptasirM-fi ac ti\it\ pn»\i({('«» an npfMHtututx to lot fiatfie'r 
thr titilit\ of the-orv iii taiiK re'ali<^tir •^itiuitiorsH, >itc'h an {oilovvin<£: 



y\\c i'\t\/vt\^ with a •*t'riini*i »irii*\aiH'f' arr waiting in your 
i»ut«'r niiirr. tri! v*>n fhrir |Mol>hMn: twi> >t'C'onilary 

"^rfii"*! pupiU wiTf •*fni fioinr ihi** tn(»rnin^ for NniHkin};« in 
the* halN. T\\t*\ wrre U*Ul \\ir\ nntUl not re'liim tttitil tht'ir 
pare-nt-* rurt with thv te'at ht'r aenf/or [itincipal. Tlw twn 
*»tinlrnt^ tnlil thfir parrnt'^ that <{o/rns ot <;thrrs wrtv 
•^rnoking in th^' haiU and tliat tfiey had h(*rn r^ut^hni (»ut 
hfi ati!**' the^y we*rt' ai tivi-it^ who wante*<i ciTtain change's 
within the' ^'hool, The' parent> talked to e^arh other. caUeel 
«^t'\e'ra{ oiheT c'(»tnrnnuity h'ach'ts. and now te'll you. ••\^ e' 
re'fii^^e' \n rne*e»t with thi^ principal; he* has alre^aeiy cietnoii- 
strate'({ that hv i> a^i»inst the changes «>ur <*hihireri have a 
ri^ht to e\pe«i t. VI e* Want nut ehihlren back in >r\v >L ati<i 
^e'coniily. we (eel •^troniily tfiat t!u» principal .^honhl he 
re'place'il he'cati**e' he discrirninat*>r\/' 



This ra»*e' generates cfuite a hit of disc its^ie»n al»ont ci»mtnuni(*atien) 
hetwe-en the pritie ipai and the* >itpcrinten(h'nt. Some participants may 
maintain that, whate-ver liappe'tts. the siipe'rinleni!"nt must hack the 
prtticipat anci nni>t not make any comntitments to the ci»mmunity 
members. <)ther> f eel that the' pr(d)tem is a basic policy issue, and that 
tfie rules {or hatseilitig disciplinary probletns shouhl be suffic'iemtly 
chnir si> that thi^ kinel ed'situatifin ce»ul<i m»t occur. Seitne' superintend- 
e nls mav argue iha^t there ^^hould be a studeMit-f'aculty ''otnmittee to 
handle disciplinary pfolih^ms rathe r thati a kind «d'<me-man rule sys- 
tem. In any e^ase. a- the process ecmtinttes. it will be clear that n<it 
everviMie agre*e's «>n what shotdel be done. Other appnwhes are ex- 
pleired: a dilierent eltsciplitiarv priK-edure, better lines of communica* 
tiem ti» the enmmuntty. or more trattung fe>r the principals in dealing- 
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v^itfi loiiHiutiiitv i'>-u«**». Ka« fi Mt'tln' a(tfrnati\r> ptiM f'tM}** trntn UM«!<*r- 

i'hti'^. ^nriif pattn ip.int-v a*^*»uiin- tlutt i cMununutv tnt-tJihe-i*^ an* fu*{li*i- 
rrt'iit .itiii ho^tiir. (M(ht*» takr tlir [M»int «»l \ \r\% tliat x honl aiinMinV- 

'V\\t' uU'd^ impfirif in t(it'<»r\ *•{ ht'iii«: "iMftTacf !<» 
takr «»rt tww mraniu^ a> parlicipanS <|U«'^ti<>n vvln*?!u'i lhv\ » Ok* pf tn- 
ripal. and l\\r \r^t ut the' *»laf{ *»hi»tit<l Uv tunw 'intrrurliyr irt «{fvt'lnpin^ 
p«»ii< if an<t ■*tratf*^i«"^ t«»r titMiinji with tii^t iphn*' ami i tttitlirt. \t\il 
flow aihJtit lUv pritit ipaU tfirnKc-!\«-^,'* thf'\ U-tul ti» rt'act, rather 
than initiate p»>^itiv«» prnjifatu'- tt»t t oiiifnutiitv fn^a^e'tnrnt ami ?*tn- 
t{«*nl in\»»U(Mn«»nt ' '{1u> i «»{ rxt-it i>t'-* < an pr>»\i(ft*a i h ii r^utin 
(fata uith v\fnrls ti- t'\annn«* <*\i>tin^ prarti< «'> and iMnnutate' nrw 
ate 

Kntiillx . fh<- tjatuf «' ot tfn training* <ir**ion aHk> vdvli ^-inaU ^nmp !•» 
(•«»nii' t«» ajif «'<'nie-nt «mj thf **tarj«l it \v<»ul<i take-. Tfii?* torrr?^ t<i th«' 
■*n!iat'«' tnanv i»t thr i^**uf* tful i"a< h partii ipant ha> i-\pi'ricnm{ in 
imI liff. Hmw ih» \i»n r«'a« h ron'^fn^U'^ v\{M'n llnT*' art' ihvfr***' vm*\\> in 
a ••tt'Up/ Iht \ ttii. a- an tn»{i\ i<lrja!. h«'!p »»t {iitn{tM niher ifnliviijnaN in 
■^fiakin^ irrv tr<»?n trailition ami prriu«!ic«' t<» flrvclop a vral>lr and 
{•itn-^trtn ti\e* i e»nr<t' i»t acMion/ 

TUv pre'viiiu** {{«*Hitipti<»!i doew nut c{(» the ne't\\«»rkin^ pnK-t»*»?* 
ju^tirr. It can Im* i'\ritin^. nr {utinx. or ft'iiM': Kvitin^ bfraiisr of* a 
urw niiMh- «»t anal\^i>, re-a! !-itnaiions. anil \>vrt ^roup Mttnu!ati(»n. 
Kiinn\ heTun^ie- o{ thf reda\«*fi atiim^phtTi' of peers plavinji "a {satne 
nolMiilv Or t.-n>f'. tK'can^f o{ **«*ti«Mis i{i>a^re(*rnent about the 

n!u**t or te^a^t appri»priate* ^ohitiotiH. 

T\xt* pre'litninarv informc:.ion from thr partic ipant** >hap*'> thr 
-^fH^itifi to a lar^e* e-vtefit. Sodne** the >pofir»orif!jj[ •^tiprtint^'fuh-nt. who 
pri4»atdv vva> c-ori^eiou*^ of ««irniiarities ami difft'renres aniortg lUstriets 
anil their •^nperinte'fnlent** vvhett he dre-w up the list of thos<' to he 
invited. If a tt^pic of conunon eoneern emerged in tiu' p'(*liniinary 
aeuv itie»^» tfi«- task> will have a tairU **p«'eifH- ori(*ntaticm. f .et's say that 
drng^ were* tlie fn>»t enm Tn t>f most >up*'rinten<l<'tits. The prelitninary 
ta-^k of "niappinii th«' en\ initinient" will foenri on druj^ iisaj!**: wht» is 
n>ii\^ tfrn^**. at wiiieh s« ho«d**, what Nind of drufss. tht' di^trthtilii»n 
nietfiiMis. the ^ehot^Ps ahility te» s<-r«'efi ont nt»ti-seh<Md people front the 
biiiiiitn<:i>r ranipn**. tlnMiseof pcdi<'«'arnl under-eover anient s, eo«>pera- 
tic»n with eity atid •«^tate authorities* and so forth. As superintetidf'uts 
explore the real pnddern fae inj: tlieir systems they funl that many 
spi»k«»> lead to the huh i^f a wheeL Tlie group tnay have started tatkhijs 
about drugs in the sefioot and tno\ f*d to questions of sehoed flnaure or 
staff training and development. Kaeb of these areas may have certain 
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.tfpi in!i»t ii:.t?ji'ii. !mi! nti m.ittft \\t*\\ tUAiw prol>U't!»- «»f ii t »• 

of Mil* -» ihi'ii- will rn'w prolilcrii^^ f«»riH»n«*»N {1.« .mi-»' ;! « 

^upt-nnft-niiriit- kihrw {hat. if fn>t rrtou^h to >iin|il\ -u.tp -l i 
fiflp ^'»lv r .1 -pel iiu p!m1»[imh. "^h apiin. thr pr«M {.«hi! tip*-*!- itti !>•! 
iiVfL to it' pu*ft<'- parti* jpatU- !*» e*\trat ( ^«'iU'iitli/ati«Mi^ \t*nu --jM i ttn 

c*\pf!;< hrf .lfl«! ti» applv ;;«'!HTal th«*t>rit*S l(>spt'< pl'»!t|i tn*. 

I «»t fvanipN-. \> fiaf vcni i{t> ii rral rofitlie t sirv t|i>p«» * 
h. it rvrt. i[t> MMi t all ill l\ir p«>{i<'«* Ml \.ttj«»rt.{| 

if\iM*lf ff^v^ »{o \iMi u-f \«>ur own ^tatf an<{ rofunnifnu 

Ir.tiif'f' t*» I «»pf with tt'twi^n '^r vinU'ttc e'Y 

\tt th t \rf \ ?M twni kir)^ ••f'*>inrh at ie*a^t «»nt- «tf iwi» pi tipir will 
lia\r i ••fjt!«*r!lc «i i***»iic's an<i v>ill {ta r VcWiiMi** *-t?a;.t tM »* 

ihahtij^ \\t\\i tItrMi. That Im»<{v nt klM^wlrd^c an*l r\pi'i irrj* n«i! 
aptiiit ahlr* !mi r'\ rf \ '*iiuali»>ti. !»tit it pr«>vid«' •^muh- wa> 
iiiji thr^i -pc'i jlir pE<»hlf!n-. ( hi \\\r uthtT fiari«K »»lh«'! ;i!'«np !!ii"nl»» ; - 
wiilliA tt» pii-.ii t(u' i^^uc tip to lh«* IfVfl i>f <irri<'rali/ali«»n. {|«»w \».f. 
«it'! <'«»ii*fnM tivr ntvoKf'nifiit from l\w cvniunutiit^ h«'fi»rr rM ^- 
«i« <'tir> .'^ lltiw ijii vi»ij j.f't ae'ri'ptaiH t' t*>r a lu'w plan «♦* .ti tiMn; n 
arni h«»vv -h«Mil«l voii iri\i»ivf' >«Mir trashing slati* votii ^t{ii|« Ml^. 
fiMuiuunitv hi -inni' iht' k«'v problems and <l*'4-i'*ii»ri*' lariiii: th«' 

h iinpof tatit point tm\ tfial ni> oih* is »*pimn-fivl •*«ihitmt»^ i«. 
-rfiuol <h-{ri» t [»riihirni>. 'i'htMimvrrsatious inchnlc **pre'ii]<- ahftn i 
tiv«'^tliat ile al witfi varitui^ prohlrni areas, but oj'riiorf inip^itatimat 
|i'a*^t it Ua^ pr<ivrn in pr«'vi«>u> ^e'>sions». th*' prorr*-^ fin ont ;{»^e-^ 
partii ip.tnt- to i{e \i'!iip both lonjjn- ami sh«»rt-nut«i«- ^ttati'^i» - rh.tt 
arknowte'iipt* thi' r«'^cMirc «»«*antl ( (distraints prrsrn! in tin* r<»ninninit\ 
Paitiripartt^ Umv*' witli a wif{«'r ranji** of ah<*rnativi> to rlioo-^f Jronr. 
ha\iri^ j'\prririu f'«i a pto« t'«*> of int^^rrhange* whirh it^^t'lf -n^i^jir-t- 
t.i.riv constant pro<fs**<'> ami prixvihir*'** for ictrtitifviitp kr\ 
i-***tif- anil nuippin«; out r««irsf»s of artioti. 

E%tttuatinff !\>t%vorking 

Kv ablating a nc^t working Mission is metre intuitive iban iptantita- 
five. "What t\U\ tbev teaeh me'^*" wotibi be the wrotig quentiotr to a^k 
when the* •^c'^i^^ioti enil*^. "What fibi I learn?" woubi b<' abno^^t a< bad. 
Both ciistfirt the beaming proeess intt> some sort of awkwani linear 
model of inge-'ticm ami regnrgitatic»n. To frame the rtglit itu»*?^lion, one 
onght to postpone epiestioning fc^r a time, then le^ok for differeitt 
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iiltn .H f h»n* \s\t\i \Ur •*aMu* •*\**tf»tM'* *tUi\ ni-l .•[»|e » a\u\ \**\ l« - 

fiori- \M\\\ ui'W -^x «*h'iH'*. Hill vvhft*' ..m- i . ^.i vvh.» lu^i-if--/ \ 

I nth* ftHM' tiif rc-flrction, Atul it rn.iv th.tf iIj- • r -'MfMl hitti ttf ?«»m 
4 til "jmi^f." 

W h.it fu* v\f' t tff!oii*:h (iiii no! r c'-r!!j|.|'- it tn.; _ •>n<- ini. 

•-lf«»{il«{ ' \i» -^aici. "Ilftf atr •^♦»tn«- li.nf it.^ f \«'t* ih.il v\r 

pr»»M» rn— oU «'\<'!C'i-#'-, and if{t'fuitir«| p.titt in- «>| iinli- 

;;iHMip-». Ofie' raU hope* that h -npr f Miff nflfttl nmle*!- 
**!iM>d nn»ir rU'aiiv that miIh'I fiiniar*'* (hm? Imm.!. .uhI thai the* 

-tiprttfiti-ruii'fi! I*, tint lUv nnl\ f»!H' \m\\\ a* » * ih<' !ht i nii»"^lat. 

>t»rti-Mne- frotti the ntanajifnirnt U-ani rtti-lit «!< *i j iln- tlii- pr(M-e'-»«» 
a- **a< t* . !i"»iMn fr' ati<i *'.tfti<»n traiFtiti;::. . iM> i?» m iIm rraihti«»r» 
<»t ili**rotfi\ Iraininjt;. aif{i«»Ei^h Iimiik .tM n..» . \,.. t< .! » \* Ltim 
" \hal vvf Itavr IN-*t h'arne-i!I" TiaiiiHt;: t{'»r-n': ' • • ;»f - • .nf>nit:. 
UiiX intfiartmn ({*»t"*. \< fit»n irHi-.tit h invN*- wnti p«»v%t r 

!({ffiti!\ in : an»! ^-fiariti*: prt>i>[e'rn>. and arlh'rt tf f»ie-.ff!-» Hra! ih'^**** 

^a?nr pri»plr pi^-^t p<t**>ihh' **iduth»n** t»t th« pr'»l»lt rn« and tlifrt tc'vt 
thf*ni. 

\ *IimM *^urtnnar\ tnav he' ht'ipiuf. Thf * h.Htje-- .nr tisat h<'ft»rf 
( otnin>: t^ thi-« -»t*'i>si<>ri cviTx participant krtcw t (Mn e titr^tj^h ttttiruti^. 
«'y pfTifUre'. or intuit ion tfiat in i^rdt'i t<» ^rt tnv win in anv -\**te'ni or 
i«ih. hf nni-^t •*t>fn*'fit>w ile'f ihf' a diM't'tinii. .utd. if iM- .1 -\-f c-nunvnlx in<! 
i»the»i-». tfirv \tn$ fnu'^t in -^oiiir {a>hi(in hr inv ivi d mj ihe- dfilniti*»!j artd 
tn«»\ rinf'nt. r\rr\ (farttripant pndKihU altt'ifdv kru-w tfiat it i-^ I'-^^^e'nfial 
to »4ft teTiflKirk a|t»nj: tlic way* ^ttu • re'^^piin-^* hMin tft* ^tn<h'tttH. ifn- 
•-tatt. the- ctirnniiinitv . and iumi hi^ n^vn nh-^ii ^ atfM - a* f«» th<' 
*v«*tfrti and it-* c Mrnpt»ni'nt'* art' nu»\tn^ in <hf' » fi»»n- that will ht-tiffit 
tfu' ( ontttiunity and thf >tu(ic*ntH. S«'ttin^ afjd rf-»*\a!ninifi*i »»oaU. 
;.*-ttif»«: pi»oph' invi^Ut'd, and jtt'ttin^ tft'tih.i* k .or farnihar nutiuH'^. So 
r n«'!wi»rkit!^ •^e'^^^iji^n ha** <-i»tifirtMri{ in iar^*- nuM^^ttre* \\\\iit <'arh 
parti' ipant knrn . hut aUif has ^ivru that krM»uh'c{«ir -{lapr in tfrfn** id* 
■^pfcdfir alternative's hir action. 

I he* proof id'tfit' pfidtiin^ rtiav he* wht'thrj a -tifirt httfnde'nt want** 
Uuit{ dan-*» to hohi a riftworkin^ -^fs-^ioti oti hi«^ (twrt honi*' juiri»nttd. If lir 
want-* to. if Uv ran •i^ratcdi to^fth#'r ihi- itrrc'^^^-arv tnonrv. // iiv vim 
I fr-^naei*' lh#» key pf*t>ple to parlicipatc. and/7 hr !•» w dliiiu to take >tMn#» 
ptiblic risk^ th<*n the* tie*tw<>rkinji session wa^ pn»l».t!»!v a success. 
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»*{i|ifr itne'tuirnt v\.u:!- .1 I«k .^i rie'tvvttikMif: •*e''^»-M»ru that fu' « a!i f iU-^e* idc* 
tn*tru*v. that tht' kcv [ii'*i[>!r- [Kntiripati*. atiti that hr v\i[hrif> 
ri^k .ie{\ iM'^f fMihh* it\ ! h,ii i^. he* iifiwU »h'«-ir«\ tfou^h, »{f!r^ate'H, atui 
f{.irin^« a*^ t>ui A\\\U'iA\\tfU \tutiu- U^Urt v\fitr'i nii>:ht put it. 

l,e*f'* t»ifk tir^t .!l»«»»H tiM»nr\ ruattrr*. \ ifirfe^-ciav k^fi*»ff {ur 20 
pe'oph* ftii^ht i niu« fi !?3.(MH). \h<Ki! {>(>(> pa\* I'or tfir 

pre*tiaratwr\ unik. ![{«• rn.tt»'rial-. an«l inaiiaf^e'tial timv: tUv rv-^i lis {or 
tra\e*h fouil. .tu»{ ItMi-in*: uf thr partit ipattt'*. atiti thu^r ru«-t> iru rraM* 

tfu' (ii^tart* f pattiri|Mnt^ rnu«-t lra\»'L Hut it'thi'\ arc* fr«»rn wilfiiii 
thf ifi^tric't ami if a -^rfh"*! lMiihlin«i i** u*»«*if h»r >rH'*ii>M*». the'co^^i tJn»ps. 
ih\ f{if iitliiM haiiii. .ill "e'MMM " ^itf\ rathrr than P.S.{2. nuy hrlp 
pe'f^uafh* (>t'«>ph' tf» .tttfriH. 

ihf •*pMEi-»i»nriiL: -upnititfricfe^tit mu^t dvculv \\\utm ihv nrtwork- 
irij: »*e'^-itiri 1-. f^t . .inti tfutt < hoic' nil! ^hafic the* nu*tli(ni (»t'c'!ij»aj:ini: thr 
partic-ipanr^ iti i tiu^um ti\t' actt\itv. I'hr tna\ {u* for (U^trfrt 

ptthi ipaU. aihitirii-tf .!f ivf ^taif. '*upe'rititi'M<h'fit»* f'rorn fUf'wfwrr in 
f ft*' -^fali*. or fiv ic !r.i«li r^. i )nr iv^^itn um^t hr kt*pt in iinrwf: the* nu^rv 
ifUifnate- th^^tiav-nu tiav vic»t ktn^ (*(»ttcihinti?^ei{ tht' participatUs. thr 
futirr *{iOit'ti{t it i^ pl.tn tfie* ^f'»*»*it»tL {i hanh'r ti»^«'t th«>>r who w«^rk 
t•»^«*lhH^ r!ii»*f*lv |o .f»»f>'»' ptfrtit ipatr. aiui it i?» hanh't to <ltrveh>p an 
approprtatr ai:ewwia. 

It take*^ sortie- 1 Mtira^e- to fjohl a tu'tvvorking si'ssiori. The Saperin- 
te*i!«h*rit^* \rtw<»fk i- iH'H, Alul that ahuu* riMKi^h to draw firr. Its 
iritfiit i»- ifirtn' lit ^ra*[u and rveTV ^^itprrinteMHient ha** at least one 
pi»liti< a{ i^ppf^nt'tJt w Un \s i|j iiappils far hitn with the hrti-^li t>fHeMi>itivlty 
tiaifMft^ or «»unt*'f ffifUtpN . < Mhrr^ tnav ^^ee the tM'twdrkittg 
a** a power plav t^ ^iri tfi*- "-tipeE ititenilent in the rnav<>r'> eabinet or to 
efihaneo hi^ re*t>titation a^ an itini^vative leaiier. \\ul •%till i>thers rtiay 
tifijf*et to t>u' e\pe'nc{iturf'. 

Ni^t ail the^e prnhlmr'- will neeen^-arilv aii^o -'^ery ({i!<itrirt. hut 
it well t«» he prrpare'd. Sonir ^Titiei^^fn i- !^e.'^er ijj»nored, hut a 
thoHME^h e'vp|atiati*»*i of the -e^^^ion. while in the prt»p(r«^al stance, 
•i'hi^iihi fi< :p witfi '-lane- pote ruial eritfe>. The pre?*s can help too, if a 
reporter i> inte're^^tetj otiMii^h to rufi a feature story in a<lvati< e of the 
nteetinj:. There will he httle or no ohje*iiion to ^pen(iin<£ ihe tnotiey if 
federal fund-^ eati U'^alK he' u^e'd. attd thi^ is po^^Hihh' if. for example, 
lh<' wtirk^hop coitrrrrt^ done-^re'^ation atid is tor a di?^triet that is 
reeeivinji fnruU utider th** Kniet>»en< y Seh<Mi| Assistanee Vet (KSAAk 
If the eity etMiririt or Mime t>ther rnunieipal a^eney helps foot the hill. 
?hat will even up the* Ufnti and. not fn<'i<iental!v. divide up the response 
Idttty. 
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Some* ot tht' tu'tworkitig a« tivitir- an* packagni. Thvs haw Uvvii 
use»tl uilh •^urrc'^s anil arr m^s ti* ajiain. OtluT ac tivitir* iffpfttii 
ujMm the partit ipanl^ and the ir inti n st*^. The* prc'tiiumatA tiata cm 
participants will iiutirate wluit siihje»c t^ >lioiilii Unni the- agt^nda. art<l 
what !*ul^jr^•t^ oii^ht t«> hr a\(»iffeeK It tlu' p!atH)ing or niaMafirinrnt 
tt'atn ehx'overs a highU «'\p{i>?*ive' or {M>Iart/.rii it will, from it> 

'iw» fKist r\pprie«fu-t\ ur^f that this ihsiit* ni>t he r«>n{ro 'tei{ at th«' first 
opporfuiiitv. Partii ipants in a pi>lari/e'<l sessicm tlim*t en^a^e eat h 
i>ther: the\ shimt, and nohody ii?*terjs. Here ajiain, the rule ot'iritiinaf\ : 
thr el«>-ier tite ilay-te»-i{a> relationships, the more < areftil thr planning 
lias ti> l>e. 

It' a ni'tworki!i|r sessi«m inviilving those whc> wt>rk elosc'lv has such 
potefitial ti>r ilisaster, why wouhi anyone hi^hl i»ne? The reasr>n is that 
j^reater rl-^ks atnl hanier work tiiav also pay higjser <livi<f«'nils. A ^ue- 
ee>sful e-\perieneeJor e{istri<*t prinetpals erreivie lea«{ers» tor example, 
will prof»ahl\ mean that they will we^rk tojiether better thereafter. At 
the very least the\ will participate in am^t her. more atnhitiiMis network* 
in^ Hf-^iun. They will have inipn^veel faeitities tor pnic-essin^ intortna- 
tion atjtl have inipn»veei tet hniqtie^ for (an<i attitudes tow anil se^areh- 
iufi tor intorniation. And because the roles and the tnstituttems they 
represent atfee't each otiier. that improved interaction is benc'tlcial. it 
is not just that the superintemtenl now knows the city councilmen: 
they xV kfi«iw something ab<»ut each <>ther*s concerns* respe^tisibilities. 
and choi<-es. 



To Intervene or Not To Intervene 

Si>me ^uperintem^ents have been in the role id manager in their 
own training sessions: othe^rs have w(»rked with prrifessionul managers 
iti the development of a session. As one {lecomes more !nv«>lved in the 
process a*^ a conference leader, manager* trainer, the problem of 
interventie^n becomes more acute. There' is a universal problem in all 
areas of education, training* arxl development whieh quickly rises to 
the surface, and that is the temptation nn the part of the "teacher/* 
manager, or leader to tell people hi>w t«> behave. When you tell nome- 
one. chihl or adult, what to do* there are several possible outcomes: 

1. He tnay follow the suggestiem and it may turn nui well* 
so that everybenly fee»ls fine. 

2. He may fallow the suggestion* and it may not work* 
partly because your sedution <itd not fit his personality 
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*'itu.iti<>ti: tiE lM*t\tti*^f* lu* n>i*'inuirr*'ttn«i what \ou 
v\ftr fflhrij: hi!ii. Mui, thfU'ti*!**. tM it«»t it pn»p«Tl\: 

«»t l»r'«\Ui-e- UM«lt't rtfMth it lu* V\.ttltr*i{ |! tc» tail JtlX- 

.i. flf niav M'^c'iit \<MU [itc**^uriiptit»n. i'M»n if Ur d^knl Utv 

I. Mr tMijiiu \i»ur ii r* ;ni«i iM*i'iMtu* ti(*{M*fi(ii*ht 
\t\*on \**\t **\ <»n «»tfMT «njtHi«if |«nt f*., that \xr lu^xft 
\*\tl\s lia* ti» fakr' rfN|M»ri'*ihi{ii\ t«»r hi*' own a^ tioM"* or 
ti*k rn.ikitt^ iruirptTnle-rit ife'c i'^ioii*^ 

llii'-f «i{iii «»fru * an* turthrr nirtjpliratf^j rn a Sirpfrintfthif'titH" Nft- 
w«»fk fMirnn^ **e'«-*»t«>fi. \vh«"tf tfir* j»roii|i tt»fnpri>(-ti ai 15 to 2S 
♦•xpffM fH !••{ ^rhool ^up«Tir{t(*ri(irn{ iwaiw witfi e«\te'n^ivf fthic atioii 
ami pra« fi< .il rxpff ifritf. \t{i{iti»»natl\ . »'a<'h i** trom a ifilfVifht envt- 
t'Mitttfttt. ha*« a t{{!ti-irsit *>fati ahfi patt n| aditfc-rc-iit cnttniiuiuf \ • itt a 
• Itttt rt irt *»\-tfrn. 

!*{u' -iiupit"-! uini{f|iru- rrjiar*jit(«: ntte'i v<*riticnt**^ i*. >ittipl\ to >a> 
that iti tftr *'fil»''rattfi\«- arca-^ atuf in a -^hort-rati^** !r{atioir'..tup, 

ftrfttUs ilttt'sn't Htni, Kil'-t of aU. •'U^^c'-^tin^ to a ^rotip ofsupc*rirt- 
ti n«{rit!- wfitTi thf\ -hofiltl rail in the* pohcr, or how th<*v -^liouUI grt 
thrtr '"•laf f to i»» iftin r «>p#Mi or iniMf rf'^p«n»*»i\t'« or what thrv «Hij^ht toe|i> 
i! fftf m Iio»i{ hoanl i^* h«Mrtti^ tiowir ort thtMiu \^ naive* atid prfsttmptu- 
tfti**. T\xv m\vT\rx\vT \i<x\i\\\\ i\i\v< >t know rntnijiih ah<Kit thr *ivste'n^ to 
make* an tntrlh^rnt atiaiv <>( thr |irohh*tn \ M»hf tion i> rare^jy what in 
tu*«*<h*c}. ThfTi' i^'i almost a{wa\^. a xxwii for pr'aT^i* aiuf an <«n-j:oing 
••rqtirftre' of rxfrit** atui «*n|ia^*-nM'nt»'. 'lln-rc* iiftrn a %ivvt\ for chita 
t ' Ilcrtiott an<! ariaU-^i-^. whicii tio ipiit k te*c'0!!inimiiation <*ati <h*ai 
with. Mo*f inipoffatitK . thf Hnpfrtnt«'ti<ii'nt prolKihiy know** most of 
wfjat th*" int»"f \ i tM-r n\d\ trli hitn an> wa\. Sr> the* que*stii»ti how «|oes 
thf>uprrititrri(irttt work witho!hc*r !ne*nthe'r> of the*|£rcKi{ft tcM*iarif\ ht^ 
<»wn f«'e»lift|:»' anf{ to inu'^jvcr tin* ratijif *>f ahrrnatixf's avatiahh' to him*/ 
I ititnatri\. of t «nir^«\ tht* <h*<'i«^i<in fii*.. \n«{ that i> wh> iatcTve'ntion 
hv tftf niana*i«'r ran a<*tualiy -^taH tht- «-ri«:a^emen> pnx'rss. If the 
U-afh*r \^ rhari^matic ami prrnuaHvc. p«*op{f may wait for httti to 
provit{(* a <>oi<uton. \i\\r \^ hea\\*harii!<*ii or unimaginative. th<*y may 
h«' horr<{ or itrititterl h\ hi*" oh*'*'r\ation». i»r fffflhaek. The he*st ruh* tn 
tc»ilow i- for xhn^v rnrnnti(i tin* >e<.«^i(m to ^hy awa\ from ^ivtti^ sotti* 
tion-^. 

\ ••erofifl area for ititervrntion is a litth* m<»re (iifn(*uh to eope 
with. Often •-maU^rou{>s may see theeonf<*renee manageror ieach*r as 
someone who is th«*re u% ei^^^e* to faeiHtate* t>r somehow to mt>ve them 
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*«<»Kifi^ tMiMtf*. \% a ntattrr o{ (art. tnaiiv ttatiiin^ ('tuicMvurs havr 
r<^t..bli**hrf{ {ln*% a**^a tif»Mii oi tAiM-i tatiiui. i Ih^m* t^cvt^!) tati^tiaj^f* in tht* 
ftf'lil whifh •*»f>|M>rt> tlu' i<lfM. niaiia^t*!** i^f training iiif't'tiii^H arr 
otte*ti falteii tacilitatf^rs (ir trairirr** or rnrifrtfiii-c' |fM«le*»•^. I'hr a••^u^lp- 
thm I?* that. l»rca»>«M>f'tlifir -^iwc-ia! >ki!U in ^rtnip irilfTa< !ii>n f>r ^M>up 
ptiM-r^^. thr\ ran lii4p tlir jinmp ui^rk t««jj[t'th<'r mt>rc* rt'tVrtivrU. by 
a*«kin>i •-irrh ijUf-li«niH a^: 

'Have* riin^i«{<Trf{ otluT alttTiuiliv^'^^'i^" 

'M>«i vou tV«'l that «»th«'r«* in the^^nMtp arr livlfnitig carcfutly 
ti> rarh «»tlirr?" 

"What tlo viMi trc'l tift'ti to(h> tf> rMahhsh a rlitnatt* in 
Hhii'h \fMi ri»u!ii W(»rk to|ic*thrr tn<»rr ctlrrtivc'U 

Thf*»f atui «>thrr •*i>phi**tira!r«f. prttrtrattttp int«'rvl'«tio!^'^ utr t\ ptral «»f* 
"priirt--^ training:."' T\w PK(>JL< I T (>PK\ strate*^\ tlnr^ uni i{vn\ lUr 
utiiit> lit trainrr-i^rirntril training, hut pre*trrs t<Mh'flrie the* Suprrin- 
Irriih'nts* \ftwork a> u( a tiiftrrrnt tiatun- and nnh'r. 

Kir^^l. iti cif'alin^ with anvlhin|£ a^ inimt^nsf a?* tfie public- ^rfi<H>l 
••\>trm. th*' ult^a provitUng facilitators for thousamis of groU|»s is 
-^iniplv ni»t ff asihir. ami prohahly not drsirahfe. PROJKCT OPKN 
funtl-* anf{ re*MKirre*s arr srvrrely {ttnitrii. If unr is brinpti^ together a 
^r*aip «»f ^rhiMil N»upe*rintt*n«h*nts or 80 s<-hocit hi^ard inrmhefs. 
c*ounc'il nu'!nlM'rs« conunututy l«'ac^^'r^. it is haniiy frasihh' to «livii!r 
\\u'tn i»ti» groups of right anil pn.viile tratticd fa<'iUtator^ for vach 

Who \f^kn For Hel|>? 

The' «lynamK*s of any kintl of int(*rvpnttt»n arr rornple*x» VUu*n a 
nirmhrr i»f a small ^rr»up asks for^uiilanrr fmni a professional ie^adrr. 
hf in a'^ktti^ for one» of several reasons: 

L He may fee^l that the group is hunjs up ami that some 
riarifieation n( what is happt'ning tnay help thc^ group 
work throtigh its <wn problem. 

2. He may simply be lookittg for an ally to suppt^rt the 
pcwiticm or the prtiees^ he favc»rs. 

A typical request for tnterventH»n in a qroup of superintendents 
tiiighf be something like this: "Don*t you think that we shoulil have a 
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f'h.tirnian «>r •*«*i rf!.»t\ t«>t thin nu'*'tiii^y*' The* t|UfHtio» u>p tlly ariM*s 
hrt au'^f on«« fiwnihf'f ft-rU ratlM'f -!i«»H|»lv K!n«f l\r tuay havr ([uilv a 
ic'H allic*«»^ that the* pruliUMti with tht* fjiroitp is that if duv^ not havt* a 
riiairrriau. OtfuT- tnav tliat tfH*\ <»|i«*ra!<' brttfr in a Itmsr atui 
uiMrm turc«i wav. rtiii-. thf r«'«jiu*Ht t«»r itite rvi ritiMn Is rrally a rr- 
qtif tor \hv "«Kit«^M{r rxpfrt tt> take* a whi<*li may win liiin stime 
frit'fiiN i»» hantf am! rre*atf a!irr»ati«m mx am^ther. It also begins t«> 
put bini ifi thf rt»lf i»f ari»itrati»r of itiiraf^ni^up ten>t«>ns. The*r»*ff>rf . 
ahti«r«»t all fraifie-r-* Ht^tild a^re*(* !<» Iraic* llu* pn»hlrtns in the* hami** ot 
the* ^*r(>up ti» work (»ut iti it^ own way. 

\rie»theT rra^^ofi tor (*ailirtg on MMn<'«>n<' rUf u% intvr- 
\rnr tfiat thr ^roup itseif <'an avfH«l engaging its 
trwfi nifnitifr^. who art* horecL ciistractc'cK or un(*(Mn- 
nuftrci. It i;* hH»k! ig for exritrmrnl. energy, or cHrec-- 
ti««n fri^ni oul*»i^{r ttM'ti*. or il is looking (m exc'ifement, 
e*ne*rg\, i>r i{ire*( ticm {nnu (»ut!*^i({e* itst*li\ or it is looking 
tor a •^t apt'goat tor its ow n uttwiitingnrss to bring to \\w 
surface* thf* f-ritira! issurs a! hand. 

4. If* ta?*ks ami *»\pe<'fations are well-ilefnm<K either by 
the *tatf or the group at the tiutset. then an intervention 
recpiest is ustiaily the result c»f some on-gcnng problem 
within the gnmp itself for which the group must take 
respfmsibility. 

Tfie bmg atul short u( it is simply: Avoi«{ intervention. 

By itff nature, the Superintencients* Netwi^rk exists for superin- 
teuflents and sc ho«>l aciministrators and is run by them and with their 
peers and assoetates. This means that a sehiHii superintendent ought 
t(» Ik* able to rondurt programs and problem^sotving aetivities with hi«% 
own staff or within his own e(»mtnunity. This requires a pmcess that 
can be duplii*ated« Is low in e«*st. and is^ '*owned** by the participants* 
rather than by some outside agency or cmtside eon^ultant* The net- 
work tnanager*s role is to set up the structure, (Observe and guide the 
pnK*ess, and intervene under certain extreme conditions** 

Perhaps the managers' function is the same a* me thermostat'ft 
functi<m in the cybernetic system^ sensing and regulating the •^tem- 
perature*' o( the worksht»p. But that metaphor does not encompass the 
early role the managers play in setting up the ^^tructure. Actually* what 
the professionals do is enable the networking sc -ion to occur. 
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. !.u tiil.trf^ ii^k !.«k!!tu^v luiil 1.!!^ »M|M!h* p.iitit i|».iul«.t«*\-^trtii^ttltr *tri-iijith to 

^ otl\i \ )L Uiii » nupi finti nil< lit- ititi-fta< wirli v.u U *AUt'i \ lnWiirtl 

Mil—. 

. i*ni.t^hi'n'»^*'rtfM'i»titr«»titaliti!ilMititiitiitU»r*»laiMlin^!htM^Mir^ ^ 

ilitfH ticf t#ri *«» ribr rithrr j»ri»l»!i»tii» i»r ^i»lti!i«iif». but iiutie-thele*'*' fiitt *tll \vi\ Itt 
ihafM i-: jn.fiviifuaU wrU %er^nl in PK(>JK<:T i>PKN ih. .»n ami Mrate^ir* an- 
aUa^"* hatMl t*» lai tlttatf n*»k-takinii. to ln'l|i avoiil impa*M>. 

. nt»t -iM-k !»« Iinrm alM»ut Mi»tm *»r t haiijci- in i(ra!!M!ii-. iariir-*** air — ami 
oiie-n *lt-ru|»tiv#- — \vj%*. Kathcr it !nr- to ppwliirr a rfititmit«»ti-» ailiiiMtiti-nt of all<»l 
thf parljr* t..v*?rtn^t to eat b othrr: a w»4t|ifig hrtf. fli«- MilitMiing of a li inl •*lanc r 
lh*Te. V»l "^v won, hv ChhI:*' hut "Wr tnaile- Hom** pM^re^-»." i»r "Tlirv fifiaHv 
itmie«r»t<MHi ^hM we* ar*- !*i»rf alnMit/* «»r il w*^t yim tiali Hay '* 

Male irim Shan lia** pro* nieil a ' nhitrt h^t»ry i»l ihtt- nention." whu h w<* print lielow : 

Thf mtttai iilt-a of iiitrnt- titM»Tn* in jtr«»up life* < an probably lK»«*t b«- i reiliitHl fi« llii* 
Natitiiial TrahiiiiK f.ah"rati>rv . At \\n init»*et thi- waf* ( ompoHr-a nf •*i»cial 
p%vi hi»lt»gi**rN ami ofhrr pra*'titt«mfrH prtttiarilv fnim wltK-attofia! »»fttifig?*. 
hinh«*r nluratiori, *oi ioti»gi^!*. rt ul. ^ <rra<iual!i , it Im jtan to tm UuU* tml««*trtal prat - 
tititpfirfi. p^>< hiatriNt*., ^in ja! w«»rker*. ami fmailv. li««* p*Mtp!f frinii iiid«Mr> atMl 
gov rmm*»m. Vain, I think a ifui< k hi-itoriral r«-ff*rem*** lim* Hoitbi ^ay thai \Tl in 
it% e*arU ^^ta^r^ nan tn!«*re-teil iti Hat<'htn|£ Kfotif^'* w"rk anil tr>iiifL to wmlrrHtamI 
thrjr ihnamic *. In rhi* t»r««e«^*. the-v Iw^n to make ol^frvatiimH alM>ut what was 
jtoiti^: on in thf grtnip it%Hf . ami then drtermineti that thi* arlnally hail an viJei-t on 
jirotjp behavior. Si» the- U|e-a »»f priM i»j.% ob-er* ation. of int#T\e-ninjt into a jsroup ami 
foi*iiin»t b.ii k t.» It ob-i rx ation- «»t it** ••wn behavior. <lrawn both trtMu the* * pti.«n* 
..f ^ifoup itiiMnbi r- ana fnnn the bmlv ot kftowleiljie ami the ..rv whic h wa^ i *.nt«-ni- 
tH.rarilv availabb «i.*-.. iai p^vc h.»lo>£v atiil Kr*»tn' enieriieit from Ml.. 
< :re.li! b»r •orne- m'w nimie * •A intervention f-an pr«»babl% t<» Ja«'k <itbb. who wa^i 
a--»* tate.1 with Western Miavii»rai N iem'«- Lab ami an ob! time NTI. an^n iate. 

Herb Shepanl. a-^'»< ialetl with Ml. ami wt!h variiH liver^iti**'* ami Bob Hlake. 

Im--! known re-i e nflv b>r hi* w«»rk on thi- ManaueriaHrti*!. but hi^torii ally NTI. ami 
ihr- I niver-itv of lexa-. Their nan>e* ^honbl nientioneil a^ having heitun to 
e\prriineni with interve ntion- ttthi r than peT-»«»naL That i-» in varit»«- wa>-. they 
eoniribwie*! t.. the development M the uU^d of Th.- In-trmnente-il |.alM.rat*.rv.'* 
Mm h .»f what viti •ay alN.iit the weakne^. of |M r-«ma! interventiitn re'ally eame from 
their e\|o'ttefii e-«. ami we at K>l> btiih oil the-e etipe-riem e. an«i ih-velope«l -ome 
orMinat nn^ie^ of msr own. 
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CHAPTER EIGHT: 91 
IMAGINING THE FUTURE 

It'n an nitl j«ike that writings sAnrnt eiluvatim amvlude with recv 
oninti'miation^i for '^further study and evaltiatifMi/* We mmUl like to 
break that pattern an«l suggest instead wmie ehangen in training for 
public* M-hiMil atirninistratt»rs« ehart a eciurse fc^r the Superintendents* 
Network, and des*ertlfe the kint! o( ^superintending recjuired to manage 
a major urban pubiie ^eh<Mi! system* New York C^ity* for example* We 
are pi(*king New York because it i» still the big apple and the toughest 
nut to erai-k» to i^i-ramhle the images a hit. 



The Future of Traininf^ 

Training nl^o a iiit of tttugh nut. Past a. .i present approaches 
are seriously defic-ief^e, hut we do not believe there is a single appn»ac'h 
that will Wiirk tor i-v. r^'^ne everywhere. U folkws. we believe* that the 
mono{M>l> now held \ \ a<!uate sehcn^ls of education tnust be broken. 
We •^inifdv do not t!ni:k * .ueh of the argument that it is not anitmopoly 
but an f>ligf>poly: ar*»e*nie. <'yanide. and strychnine are different in 
some ways to<u but the> are alike in the tine way that matters. Poisons 
have their legitimate uses (arsenic can Ik* prescribed in the treatment 
of syphilid and encephalitis > but in small dose^i and s|>eeiai rases. 

Where might s<*h(Nd administrators be *^trainedt** in addition to 
the graduate schmds of education? Just about anywhere; universities, 
large schiNiI dis tricts« state or federal agencies, health or social service 
organi^aticms« or private business. Why shouh'n*t a competent, re- 
sourceful, and thoughtful hospttai administrator, business executive, 
or government official be capable of running a schtMil district? We 
know of no obvious reas<ins why schcnil administrators should be 
former teachers and principals who have trained at graduate schools of 
education. Certtficatton is a hurdle, but not an insurmountable one. 
When one maj(»r sch(H>i district in New Yoik State went shopping for a 
new superintettdent last year it made discreet inquiries about the 
ptissibiiity of hiring a person from outside professicmal education. That 
distric t subsequently opted for someone with an Ed*D. and the proper 
bbnid lines, but other districts will follow the early lead, and some day 
one wilt not turn back. 

To prepare for that day, training for administrators needs to break 
out from itH narrow lHmdage<. Teacher training is already a few steps 
ahead. Stm\e sch(N»l districts — Montgomery County, Maryland, for 
example — offer in-service courses for teachers with credits which 
count toward advancement within the system (but these credits are .^ot 
transferable, a maj^ir problem >. The American Federation of Teachers 
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HauU train tr*ac'lit*r?*. aiui thi* largt* foundaf ion that re«'eive<{ thi* AFT 
pro|H»fial vdll^ it 'Mntfrt'^ttng." 

Training for adtnini-^trator*. alreatly •^Imwi^ mmw signs of U(V. 
St*%t-ral Idt^v mImhiI fitstrtcts are iritcrestcNf in rstaliiinhtng training 
pn»gramH jointiv with an institution of highrr education, that tH« with a 
univt*r«iity or a s('h«M>l of education. I)ai!as, IV^as. is involve*! in a 
Master's Progratn in Adtninistration for pririei{»a{s, whieh works this 
way: alnmt 40 prontising teaeliers from DaUay are selected each year, 
they are* rotated through the system for the srhiH^I year, given a four 
and one-ha!f month eias'^nponi progratn in ntanagetnent techniques* 
and tested at infervais for sjiecific ski(U and iattguage usage* Their 
attituiies. perceptions, and prejudices are measured on a **dogma 
seafe." If they make it thnmgh the pntgram Unany are weedetf <HitK 
they serve as principals of a summer schiMiK then as "intern princi- 
pals'* for two years in two different scIhmiIs in the di^itriet. During the 
internship they take c*tasses at the university, and after c(Mn|ftetton 
<agaitu *ofne' areilroppedMhe graduates rec enve a Master's degree and 
gff into the pi K»| from w hich Dallas selects its principals. The size of the 
pool and the rate at which Dallas principals are recruited away by other 
district** alt hut guarantee each graduate a principalshtp within a year. 

Dallas is proud of that program hut recognizes that there is nnm 
for improvement* Right now alt the candidates come from Dallas; an 
improved program would ftsh for candidates in a pool which included 
mHHM^hiMit* non-Dallas people. The program is apparently rigorouH 
enough to weed out those without the qualities and ahtlttie^ that make 
a good principal, and broadened recrutinii^nt would test the old sch(H4 
a<iage about the importanc e of wc^rking up through the rankn. Perhaps 
the butcher, baker, or c andleslick-maker would make c*apab|e princt* 
pais, given cm-the-job training. Right now. ftnal judgments about 
graduation and certification — the official imprimatur — are in the 
hands of the university and the certifying agency. An improved pntg- 
ram would give the school district an officta! voice. The interns spend 
m<»st of their time in the public schcKiIs. and the district*s unofficial 
veto power ought to become official* 

The Dallas program is a gcKKl beginning. However^ it is a pn»gram 
ftrt- middle management, not for superintendentfi. Even it is easy to 
imagine that same structure writ large, with the modtiications sug- 
gested above. Not surprisingly, we think schm>l districts could do a 
^iH>d job of training superintendents. 

Recruitment must search beycmd the ranks of school people. 
What schoolmen call ^'chalk cm your sleeves** is helpful but not neces- 
sary. What is needed is integrity, the capacity for leaderships and an 
inclination toward a life of the mind. By life of the mind« we mean 
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humane ieartttiig am! tht* iiahits (it'rpnfrtion ami iiitrosi(i(*c'tiim. Same 
i4ts{»erhiti mietiN uu^ht argue that t umiitMms tin not allow time (or 
refleetiim* hut that rei*{M>n!*e imly ileniunstratt*?* the linear mtmi-set 
that we iwt^l to move away fnnti. Kefleethm and ?titrcrspee!i<m eanncit 
he «»ehedulei{ tor 30 mmuteM a day err 30 minuter a week: they are 
hahituaU as the lite o( the mind is pervasive. Harohi K(»we tl wniie 
Slime years ago. 

I ha%e h»n^ helievec! that a man with the abtiity of Adiai 
StevenscfH might he a sureesslul echn attcmat administrator 
in a lar^fe rity. and one who wouh{ lend the profession 
dignity: hut I imagine heV a ihtle short of semester hf»urs.' 

\ joint university-sc hiMil district training prc^gram wouhi require 
student-* t*> -^peml rnughly half their time in university eoursework* half 
in theadmini«%trative maehinery of thedistrtet. The'doetorate ought \o 
he av«ardee{ jointly hy the university and thedistriet. The prospeet of a 
degree frt>m a s<»htK>l district raises eyebrows, hut that reaction is to a 
peripheral isHue. The central p(»int is that the sehmd district should 
share the responsihility fr»r and contrt>l of administrative training and 
cre<{entiaiing. 

We want t" he clear ahcmt our proposal. When we say university, 
we mean just that. We d» not recommend that the departments of 
educ:Uional administration share the training responsthtiity with the 
schcHil district. We are reccmmiending that the uni ersities share the 
resp«msihility> Asking the depatiments of educati^mal admintstrati<»n 
tocarry the whole hm\ akin to asking the polluters upstream to clean 
up the river. 

There are other polluters and pollutants, of course, it is not the 
s€ife fault of departments id educational administration that so many 
principal and superintendent* are concerned with minutiae. To a 
great extent, schm>I b<»ards and the citizenry reward that behavior^ and 
the training is geared to elicit that response. We said in the opening 
chapter that the puhiic schools are laden with contradictions, and the 
public's lack of er>preeiatton for conflict and controversy in the schools 
is well documented. 

We are not arguing that departments of educational administra- 
tiim should go out of business. Over 1, 000 of the nearly 30.000 graduate 
degrees in education in 1972 were in educational administration^ and 
that proportion may well increase* as more specialized administrative 
jobs are created. We just want to see some competition. 

lOi 
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Continuing Education 

!«*tititiuitig Ki{ii(*ati<m** is not re*a!{v cnmfic^tin^ with the* gracittair 
M*)hMrU, bm aiHf" mu!*i of it iw riitH thiTt*. There* art* vawtU'!^ tiri on- 
tinttht^ «*«{u« ation uvailabh-, aiuf ttiot«* to i toiu* tii the years ahead. 
After all. there are ahtnit 15.(HK) •^uperinf einfents, phis aii the assiwiate 
and as^istant superintetulettts — and thousands more waiting (c-er- 
title-di haekstage. Kven a>* the nutul»er of superinlentfeneies shrinks, 
>»pe< iali/ed adminii^trative ptists are being ereateii* and the mtrtnal 
pattern of siHce-s^^ion ij* unitkety to bechsruptec! by «iur or anyone else's 
eoniptaint^ ami suggestit>ns. Thus we have r<implled. with the help of 
t(!KA Executive l)ire<*tor Jac*k (lutbertsf^n. a list of •^strategies'* of 
eimt inning edueatitm. whh'h we present in no partirtdar order. This is 
htiw people ;f e (*{ind>ing the ladder: 

I > Throogh the professional organixations: the three-day 
workshops run by the Nati(»nai Academy for Seh(N»l 
Adfnffn«*tiator-» are the major example. 

2» Thritugh ftitmdat ion-sponsored fndividuali;^ed leam*^ 
ing: The Kettering Foutulation provides small grants 
anc{ res(»urees ti» individuals wht^ have <»utlined in fairly 
speeifie terms what it is they want to learn. 

Through the iwhiml system: A "Director of Ctmtlnuing 
Education" is appointcnl. His job (rarely full time> Is to 
^•tMirdinate and facilitate the in-service education of 
personnel aisualty teachers but including adminis- 
trators!^ in the schcMd system* 

4li Through on-the*job diagnosis: Properly designed In- 
struments might be able to indenttfy the strengths and 
weaknesses of admintstnftors. The UCEA and the At- 
lanta public schiHftIs havi ;ecently completed a series 
of instruments to diagnose the performance of princi- 
pals in different behavioral domains Isuch as "reaction 
to c'hange"! in order to prescribe necessary learning. 

5^ Through on*campus summer workshops: those inv<dv- 
ing external le<*turers are less popular* while those 
involving more active learning through such methiMis 
simulation are bec*omtng more {H>pular« according to 
the rCEA. 

6> Through technology: audio cassettes, for example, 
seem suitable for Individualized learning in free time* 
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The IdKA ami ?*<nnf* |irivati* j^trlMt firiiin «»fter ?»f*ne!* 
oil ac!inniii4trattori. 

7\ Tttrt»ugii iniilvidtiai t^ltnrts, sm h a^* night w« Imm>I, thr 
^^ablialH-al. and travt*!: It itit{M»>!<iil>l(' to gauge* the 
lt-\fl «»t tht*M» at-ti*^ lit*i. 

8> Thnuigh "«»rgani/atifm ilevt* loprnent" in a !*t |i<K»{ sy>^- 
tern nvrr a [ieri<Mt time*: >iy?*leni-wu{t* (or statP-wMe> 
flforts usually crn|iloy ontsidr (onHultantM. who 
atiaiy/.e the yvntem ami preM-ribf reuieiise?* t«» pmb- 
leni'* thiiH MienfitM <1. The re-eiim atHHi of (iartiei|Htting 
fier^otuiel I?* f>ften hy a prejieriheil reni«ly» and, at the 
Hiitne time, a hy-priHhii t #>t'the whole priw eHM, That it*. 
th<' admtniHtratorH of the s^ys^tem are re-etluea!eti to 
*onie ilegree hv virtue u{ their invidvetnenl ill the 
aiialy^i'^. 

The irffering^ iti cc^fifinuing echieation for administrators at 
graduate M-hifoU of education tend he frec|uent . i^hiirt, and crowded. 
Se% ent% -i1ve per rent of the in»4titiUlon!>^ had programs during 1970-71, 
hut ahno«»t W percent iif the**e were one-day siesf^ions, and ahuftnt half 
of the workshop!* involved 50 or more parttctpantfit. Only H per reit 
eould eioieeivahly he railed small (fewer than 25 parttripantsh only 

eent lasted more than three days. Short sessions with 50 or more 
participant** are he suffered through, but not generally leameil from, 
in tiur e\perienee. 

That is the way things are. however, and it is also the way they are 
likely Co remain (or some time. Radic al c hange in public education or 
in the training#>f its administrators isnc^t very probable. Most change is 
of the "bult -on" variety, like much c^f thegadgetry designed to reduce 
autimicdnie engine emissiims. Human beings tend to think in patterns 
and to assume that things can cmty l>e as they are. We tinker with what 
we have, and even many of the truly drastic changes end up looking a 
lot like what they were invented to replace. The old joke that "the 
autontobiU* engine is in the front becaus-^* that's where the horse was** 
provides an insight into the pntcess of change. As long as people 
t»elieve that *ome sort of extra training is necessary, changes in the 
present training pnK'es!* will be of the "Indt-cnr* variety* 

The Superintendent of the Future 

Imagining the urban superintendent of the future is easier than 
hurdling the obstacles to his appearance. New York City is our 
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nif*!apln>r t«»r any tuunanagc'ahtt* tirtuut ?»« h«Mil (fistrirt* atui \hv tf rms 
"•^upfrintftiffftif" afiii *'matia|Sf*' retfuire >*omi* c'xplanatMiiu Uhu 

Ktr?*t iif all, no *^jngtt* sitt»prititc»tu{('nt ran itir f**U. and prfM*nt 
a<imini*«tratfve* tt-ain^ are* Inv arial>l> an icfental. in^*f r ad of the iMiher- 
ate rn*ation^ fhey ought to he. Mo«*i aH**i««tant an<l aMHiK'iate >«u{iernw 
lemlent?* get f hei\ h> liinf of rale^nt, hard Hork. thtte. tettatMly. and tht* 
ha{^|t> aet'fdent o( heing in the right plat e at the right time. Tlie 
^tiperintentienf tnav have gotten to the top in the name iva\ • or he may 
he an iMit^^ich-r. It' he eanie from otitnide th'. dtj*tnet, he prtrhahly 
hronght one or two. rarely more, key a!<sistant«<i with htm. The rent are 
inherlteij. and the re^^uhittg eond»ination may f»r tnay not he an etTee* 
ti\e rnanagertai teatn. We do not think New York (iity or any other 
tirhan c{i*.triet t an he managed hy that kind «»f team, espeeiaily in thej^e 
da>** i><* aefive, poUtieally aware !>ieh(H»{ tH»ard?«. 

And ahh<Migh it defies training, !4iK*ial euHtom, and Mome present 
ruh*?* and regulation*^, we think the notion o{ the superintendent a 
single person ««hotdd and will disappear. S«imeday in the future. New 
^(irk City, or f*itt««hurgh. or San Franeineo will hire a superintending 
team of nix or ten or s«>.* That team will have trained together and will 
be muUiatly «iup{H»rtive. Administrative teams will <*ome and go as <me. 
and their eontrac ts wilt stipulate that no one on the team may he hired 
to repiac*e the person at the tup uf the pyramid (No more back^tabbing. 
(> Brave New WorId!h Such a team will be eomplementary. though m^f 
eonfliet-free. Today's administrative teamtt s<»metimes match weak* 
ne«4ses, or are weakened by the choice «if a t^upet^ntendent who i» 
fearful of competition and thun selects lesser people. Tliat ift the first 
part of our an^^wer: a superintending team, and not a ningle superin- 
tendent. 

"Manage" requires redefinition if urban schtMdt^ are Ut l*e man- 
ageable. Many etiueators actually tnean suppressicm when they speak 
of ctrnflict management, and they do so because that h apparently 
what the public wants. Tnless soelety*s tolerance for conflict^ 
incTeases. urt>an sc*htMiis wtH not be manageable in our times. 

Out of genuine concern for impresHitinabte children. Hoeia! prcK 
hibttiotis have evolve<i to prevent the teaching of extreme political 
views, and schcMd perscmnei are expected to be apolitical and 
hetero«»exua! in and out of sicb«N4. Children are encouraged to prepare 
for life in a democracy, but ii^chools seemingly do not believe that the 
provisic^ns of the Bill of RightH apply to children. Conflict mu^t be 
suppressed*^ and superintendents are hired and fired for their ability 
to do !»ame. 

A» long as thi» is so. no urban Hch<Nd nystem will be amenable in 
''management/* How the citizenry can be educated to tolerate conflict 




in the M'titMiU i'* aiit»ttit't\ nu*tr t{init*ull <itM^««ttorK \Vf rati hr a^aiiiM 
ii*>lt*iM'f, iMtf *m^h\ t*» ahlv to a< rf pt hrahhy shouting ami 
««hf»\tiig. attci nt»ott(* «»h<»ttl({ •shrink fVorn »«c*ri*>»ffitr atte-iTiplH t<i inidcT'^ 
'^tdtiii \\w ten«»itm atui i tnifti^intt tfiat v\\^t in s«M*it'ty aiul ar«* ntlriorfd 
in ailtflf'^c frtt mi»<U. S«nur will f^a\ that <*otirtiiig tragedy, r«Misi«{er- 
ing th«' ea^y avaitahtiit\ t»t urafHiim ami <Mir MH*M't^*!^ pr<M*{'U|»atiHri 
with jiratttittiMtJ?* \ iniener. ap|ft-(*c*tate the point, heeau^e it ({etnott- 
pirate** the •*efiiMi(\ re{atitut^hit» U> the wtidcl ntithicie. Sehuol** ar 
reaefive in^^tituf ton^^. no hettet or notne than the (*t»ntinfinitv and ott 
intereomieeteii in%titiititinH want an«{ aihiw thetu to he. A team tti 
^uperintemient^ ~ il it i% willing U* take C iie rti*k^ — ttiight he ahh- to 
h^aii the ptihiie tint oi'the wihh'rne^^^, hut it wif! not he ahie to manage 
the puhiie M*ho<*i*^ nnttt the ptihhe unch-f^tanfU that eonlliet in udvti 
heaithttfi and nef*e<»<«arv« and that *'Uppre^^ion t»i' ecmtlief ran he a 
thrf*at to <i-orial ami imiivitiual «*tahility. 

t»ettnt^ ha<'k t»» ifut! tough nut. New \urk (iity, a •superintending 
team there wiH ha\e to hr a politirai {orei*. wiilirtg tt» take ri^^k**. 
heeau-e a- lotig a** gtin-* anci (irttg* ate avadahh' on eity ^^treet ei^rners, 
the\ w ill turn uf* in tfie m Imk^U. \^ {tutg as ^ign^^teant elements of the 
*o<*fet\ are o{»^e*»-*4-«l witli vioh^ue vet intolerant o|' eoniltet^ the 
««ehf HtU — in New Vtu k i ai\ ami elsewhere will heutunatiageahie in 
an: real ^#*n^e. That i** the Hfetmd part of otir answer. 

The (lbf«l<irl<* of Retirf*ment Ktan?* 

Keeh'flning **rnanagement** is* «Mdy tmv of tfie oiistacde'^ U* the 
apfM*aranee «»f a -^ufierintending team. A f^uperintending team may Ik» 
impo**-*!! de to#ia\ • heeau^^e of the sev t*re dl«^!<M*atton *»f e\i?ittng per^^n- 
neh One part <»f the prohiem is tra<htif»nal: the j^uperititendent im 
a^^'mtdni superintendent N*annt»t Irerome a prtneipal again without an 
unac c eptahie |o*is of personal and professional prestige. This is not the 
ease with eolh*ge deans aitd profensctrs: hi their eases, mohiltty is 
iaterai. and a dean c*an lieetmie a prt»fe*^s(ir again ivithout aetuat or 
apparent liemotion {leeause the two |M>siiions are equaiiy respeeted. 
Hut nmvenient from the (*entral adtnititstration to prtneipal is seen as a 
demi»tton (although some *iupertntendents wiil say privately that high 
sehiKd prtnetpais have a tiutgher j<dM. ff the tn(»veniettt were secnt an 
lateral (a^* in thf' eotlege fir university K theti (»rtnging in a superint endu- 
ing team wouhi c ause mueh lei^s disloeation* and former assistant and 
ass<M-*ate «^uperintetident!<^ wouhl he eligthle for prtneipalshtps in the 
distrt«*t. 

That sort of redefinithm of the hierarehy may he neeesftary* 
be€*aiise, although movement intrastate from one system to another is 
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iitftt partiMttarU coinfi|H*arf*fi« nif»\ftnent to another ^tate in nearly 
im{Hi«ii<^tl>it'. The ri'tiremfnt •iyi*tein% are the (irttblem, trudtraily. (>r}>t- 
ffsaiU •^el Ufi Uf jMtitr*fi, the> hcih are f*enutnc* llal^t•^^ lo ehattKc 
bet'ait%e' thfv ^\i{\v niubilitv ami (ewani ^ta^if*. 

rhfTr realU h !n» "t^pifar* retirement hv^iimii. SMue plans in- 
eluiie all state cmplovef?*. ?*<mie inrluile all puliHe etiiieatifMi t*ni- 
plif\et*«. anil •iouH* are iimiteii to profe-'ij^ional ethieati^rn w<»rking for 
the «*tate. Brnfflt-* cHtTer with thi* I'li^ihility rule?*: soinr plan>i pay 
•^ot iat -eeiirity. and <»the*r?«^ tUnix. Stune mateh rofitritnition?*, while 
lather?- put in a tHed ani<»unt. Benetli?^ may lM*gin at aj^e 60, 62, 65, or 
whenever the retiree rhtHft«^t«H. But the rub '*p<»rtahilttyt** whteh 
me*an^ tin* tran^terability of benefitf^ from one state t«> another. Be- 
rau^r a ^tat«* "i^ytfnt htMu^rn cTetUts built up anywhere In the state, an 
intraMate trarisf«T ni^ans only a battir with rt^l tape. Transferring to 
ani>th*T *fat«' without l«>sfng retiremt^nt benefits is tiften ini|Misstble 
and afwa\'* difftnilt. \inet<*en states have portability provisi«ms, all o( 
v%hithifitft*r. Tlo'tafnT Jil •-tatf^*im{>U do not provide for transferring 
be nefit* in an«i <Mit. Thete is no national retirement systfm fi^r 
•upt'rinte*[idents»* or other publi<* edueation eniployet-s, nor is there 
liktdy to hr one*. Kcbreation is a state rt^siMmsibiltty. ami tht* <*are of 
retired public* educators ha^ naturally fallen to the state*s. 

(IiHisidiT thv iniplieationsr the superintendent <ir any otht*r publie 
sehool employt*t* w h" has put I S or 20 years i nt«» a selnwd system simply 
4*annt^t move to a tlifferent state w ithout jeopardi/inic his or her retire- 
mc^nt benefits. The A ASA survey tndieated that only eight per cent of 
all superintfttdents hati switched states, and that most moves had 
been to artother supertnlendeney within the same state. Because* the 
pattern is for nu»vement within the state to a district €if the same size« it 
i>* easier u* imw in (California <ir Texas or New York, where there are a 
nundn^r of distric ts of cumiparabte size. In Nevada or West Virginia 
there aren't many districts with 25.000 pupils, tir with 10,000 pupils. 

Often an urban schiMil district (few stales have more than two> 
make^ the intert«tate move pfisstble for the incoming superintendent 
bv buying credits in the retirement system. Pitrt ability is less «>f a 
problem when the district pays ff»r five years of retirement credits, 
enabling a superintendent In his first year to pay fi>r his sixth year of 
membership in the new system. But ftuying retirement credits for a 
team of superintendents is not realistic. It w<nild <*<ist the district Urn 
muvh. It is unlikely that those displaced by the new teatn would be able 
to m(»ve out-of-state without losing benefits, and the avattabiitty of 
comparable pc»sttif»ns within the state is a matter of chance. It amounts 
to a **no*win" game. ^ 
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The tit«H «*u|it«rmffmii*iit bringf^ oftf* or tuo k€»y at^f^iMatit*^ at the 
fmM»t. Hf" irtlirfit* a«» mativ a^* 2U a?»?>i?»fanu a*«?»<K-tate« am! regtcmat 

an utikftmirt ctuatttiu . Kvt^rvoiti* «>{u'riii«% a giMxl tiisU (»f rnt*r|i% (itotrct* 
tug hit* tmn ^\akt\ 

N-fjiMif iMMnUcan be niove<ibv c*('iimMti\. e*ttiotiotuanif ^^cnfinH^iit 
f(» trtaiti \Uv a*««^i^tanl au<i a^^f^^M'iatr ««ii|tc'rinteiM{i'til'>^. hIio {»n*hahiv 
arr o\«T r> %fMr-^ tiave rri ihrii livo t; ffir <!i«»frifl. and liave n<? 
{ila* !' t*» ^u. KipiaUv tH»m'Hii! tiuf f|uili' <{itTc*reuf imhoImmi*^ %tf re itY tfre 
lMiiir«r«i fffei-ifuft to renii^ve the MfperlntefMlent. Nefffn'r the refetitiim 
u{ tUv .%*^s\*mtju\^ lUfV fht' reHMival the «utH^rinf<*n«ienl eonie*- to the 
foMrf tfl ffie HMtief . Hi^th i{e'i-t^ii>n«^ foeti** t«M» miif'h attention i»n f'Nt> 
ffer«*f>fK the- '^u|ff*iinfen«!ent. 

VI e Hoiiht like to ^^umtei^t ?*ome graclual ?*te{i»i toward the !«U{ierui- 
temling tcatti. C hie Houid \w the aciopticm c»f the fMiiiev of mat^i^ rei^^igna- 
tioa%: if rni^fis he a ^o<m{ idea if a|{ a«H^tant and a^^^oeiate Mtperinten- 
dent?» were to otYer thHr reHignafion?* ufHfn the appointment of a new 
^ii{ienntemient. rnnt'h ai* eahinet offic'er* ref^ign when a new Pre^^ident 
of the l*nite<{ State* takej* offiee. The new ^uperintt^ndent and the 
hoard eould aeeepi the re!>»ignatitmii or not, a! their dtficretkm. if they 
ehiHH&e not to arr^ept Home re^tgnalton!^, th«*n tho!<e at^t^Mant^ ?itay on. 
ntemhen<« «tf the team in a |&<*nutne fHiiitieal and pt(yrhoh»Ki(*al >*enHi». If 
the re5«tgnatton)i are arreptecK the immediate hurden fatt* en the 
di^triet fthat is*, on the t>oardi to f^ee that thotte no longer on the 
administrative team are appropriately emph»ye<{. 

The heavier bunlen falls* on the profef*»ion itself, for it mii>*f 
develop s^trategte* and teehniques for transferring eredentialH and 
effuity. Sueh a f^tep stounils^ raiiteal only lieeauMe the incdation of train* 
ing anif efrttfleatinn have M to a tack of public awarene^^H of the 
rfmipie%itie«i of !^c*h<»ol administration and U* inbreeding on the part of 
the profe»^*ion. A tradition of ma»^»( reHtgnatitm wouhi give tiuperinten* 
dentK a healthy jcilt. 

The new superintendent ali^o ought tc» he able to i»etect perhaps 20 
per cent of bin adminit^trative team fn^m outs*ide the certified world, 
that is&« from amtmg laymen, lawyern. engineern, sicK-tal workersi, and 
«»ther«(. Thin new penetration into the adminlntrative tangle eoutd 
retnvigf »rate the s>iutiertntencteney» educate the public, and buitd fHiitti* 
cal 4iupport for the superintendent. Thej^e are »tepft ahmg the way to a 
team approach. 
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Tht« Fiitun* of the Stttit»riitlt^ti<leitt!%* Metwork anti 

\\rc!uit<>i <'\iit*rf tlM'-r govfrniii|£ .i<iiufni«tMtfve' training l<t 
al^Miji ^tfh fMir *uii|k:e**tMMi* uttltititf a *fruj;ifil«*. V^«* tlttitk '*ffii!*l 
liu-tttig" in cUilrt. think llia! flif •*«'ontiiiuinH ff|urafM»n** mm 
a^aiiaiiic* tf»r *t h«Ht{ .t<imtfii«»trator« HcH*tuiiy ina«li*«|uatr. Wf think 
thcptf'^if %U «• ltatniti^»»t a«ftnin{-Uat««f'» w^ntUl be'nrllt fii»ni iornpfti* 
ti»^n. an«l ihir.k that atiatijitinu Un m |i«mi| (ii^tti^t•« anfi uni\iT«^itM'* to 
|Mit lh«*n haf^N ini th<* r«*nin>U riul *«»ni«* of the* Htagnaticm. W f 

uant ftinrt' cha^ttt- t hatigew m ihr n-tativc*U itrn ti«*hi uf rfMitttiuiniL 
rthiiattMn. 

Ktf^'t ♦»! .ill. t*<»ntinuing nJut atitMi t'^ a uu^-immh^t. W#« will rail it 
TM fffur.tttMtt. h<-i au*f that i* what t?* nf»cf-«*ar\ it ptihiir ••i-h«N>| ail- 
nttni^tf at««r« at?* u*Mng ti» •survive* and gnm {MTMtnatlv an<! |irit|(^^9»tHti* 
alh. Hi f'«fii« ation th«* atni hrhiml the* Su|MT!«tt*mJfnt»i* Nrtwurk. 
hfi au-t* fhfM- \^ no immiH tn contitiitsng ativthinif that in part tif thf 

TIm* fM«*ini-r of th«* SuiM-rintrinifnt**' Ni'twurk. anil it^ rt'aMm fur 
hvin^. that •»u|ft-t tttit'n<h*nf ar<' in troubles amf thrtr training atitl Ihf 
a%ailahh* «'M!ittn«ing fchn ation art* niiirh hvl\f. l>t*!*i>»ntM{ an p^up- 
|M>rt ->*ifni*. fh<*M» tramin^ and c iintinuit>K«*«luiatton prc»|ira!n«» are in 
fart nufUfonc**. \ ^nppe^rt *v^^**tti fnr hi|th-ft*^H puhln' «'h«M»| adtninin- 
tratorm nm^^t Uv n*!c*\ant i» thrir nf«*<U. If rnu?*t pn>vW<* a means for 
fhein t(» re*4'ugni/e aftd dea! Htth their envimnnient. the centra! ia^ t id' 
uhieh i* the interrelafedne^*'* td the M'htwd *»>>4fetn and il^ «»itrrHtittdtn}c 
•.uc'ial *\-lem?» and •*uh— >-ttMn**. He-ed»eatjofi uf fhi?* kiftd ahnli**hes 
faUe di«*finetionH between trainer attd trainee bv reijeirinjt that 
e\ervi»ne work at detuiinij: pnddenix^ and de^tgntttg Mihttion^i. Ke* 
ednration tor -eh««d *nperinten<h'nt- re< ogni/es that hH-atittg the ^et- 
tinu lor ehatige in the •^n|ierintefnh»«t* theninehejii In one «*tep ftiward 
ehange iti the pubiie «eh(Hdt^. The {iriH*e»^s of iitdivtihtaK inKttttttionai. 
and -^*H i.d I'tian^e i*» ('«fntradirte*{ U\ the nofiiMi of a ''«'hangf*r** and a 
**ehatitiee/' *tnef f«\fr\one t* «U'*ef|itibb* tti rhaie^^e. The HtrMetttre of 
thr Siiprf itifernb*tit*' VetHork buth on that f>reini*e. ( )ne-da> work- 
*hi»|e» tt»i "id «»utM*rtntt*tident«» are t\ni. 



Thi' Qui^Mtion of Evaluation 

tnno\atton and ehange are etmiph*^ and iHverse. like ptddie etht- 
eatioii itself, and rannot« with our pre^en! knowledge of th<» proee>isi. 
be eontndhcf in a wa> that wouhl ^ati^^fy the evahiatt^rfi we have 
kn(»wn. David (lohen r*a\>: ^ 
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cidl ittiiovattuti <*aunt>t be* unc{t*rnt«HH{ Htintth an a %^rit^H o( 
mtrxiU't'ttfu^ 'my^UivUtUt'ins i««»ttan^lat«nlirito{irartM*i». it \^ 
in ait<iitii>n a prcM ^Hi^ i)t exptotin^ what the* fi{«*a wa;^ in tin* 
nr«»t f'tace, ami riiuitngouf %%hat it might b<'(*ume. Dim ov- 
er\ i^ a*^ appntpriatt* a itiftaphor <{i'veh»fMmMit.^ 

\>f t ail t'itt* thf *trati> «|»rf*ad «»f PK(UKcrr UPKN-i>|ie neiHurkitiK 
a«T«»?»«» l\v' i-<«ifilr% , hilt in«>Nt i»f thf data himiIiI n<>t hr ot' miu-h unr iri 
Harihrig(»tt hrtght*f*>ei{eva{iiati»r«<» t*ager for instant reMiitn. in theiMHt. 
He c*«ituf hack {f> fMir Mrtgtiiat pr«*mt!*i*: ninw ^vU^hA Mtpf«rtrttt»mh*ttf^ 
havi* !<» arnwrr tor the *»tate (if the firhiHitfi, they €»ught t«f be e({ui|»|»eci 
I* lift at !e;i-f nntur of the* UmU for eolitroliing their operating eontii* 
tf«>«^. 

ArfitaiU. the rvaiuatorn d^k the wrong (|ue!«ttonH* a^ almoHf 
e\er%<tne pntateK aiirntt^. The *Stateof the art" in echteatfonal evalu- 
atii»n rni*#'faf^h^ Thr infonnati(»n cornes in too late Xi% infltienee 
ih*<*i^if»n^. but the pr*-«»j*urr fi>r ilata oftefi fiiree> program?* i!iti> a 
"qua ititative" mohl in whieh the urtmeasurah!e mui*t beeonie 
mea^arahje nr Uv ruUu\ iUegifimate. 

<M eoiirM\ the Supertnlendentr^* Network (like every projeei that 
!>^pen<{!« pubiie fundHi mttnt he hetci aceounfahle ff?r ilM behavh»r« but 
a<u*cMmtahi{itv ilnv^ not tieee»4<iarily ha%'e te> he data-pnK^es^ied. The 
pul4i(*. the M*h<»<4 iMianK and the federal govertiment have a right to 
know the et^ndition^ under whteh the money \» t^peiit, and to what 
end^. If they K^aw iit to approve the proje«*t in the firKl piaee, then they 
havf* an obligation m»t to {strangle it in itn infaney by immediateiy 
demanding hard data. 

How 9&hould the Superintendents* Network be evaluateti? There 
are at the present time in^^urnKmntable obf«taeleM to <»bjeettvtty. and 
thif* ought to Iw* re<*ogni2ed. The Superintendentft* Network h n**w, 
often rnartieulate and unclear aln^ut ttn goaU and metliiHlfi (wbieh are 
€*hangingL and often unnure about what ntandard^^ U ought to apply Xtf 
iisvlt\ Part (»f trying (»ut an inmivation in alser trying to deride how to 
evabtate it. 

Af* the >iuperintendenti«^* Network and PROJECT OPEN grow* it 
ffi higteat to expe<*t the ten»»ton» o( the h^rabfederat relattonsf^htp to 
inerea^*e. Ten^itm ri4*e«* with the »&takeH. Right now PROJECT OPEN 
tf« asking cpteHtionH alniut what went wrong with etiueattonai reform 
and trying to enlarge the arena* ho that all the HiK'iai sysitemH and 
Kub^^y^tems tnv€i|ved in public education are part of the re-education 
and readjuHtment proccf*** PROJECT OPEN and the Superintend- 
ents* Network are not enperimentH in a ficientific flense. They are a 
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gn»t»ing effort go l^yoml the UmilA i»f re^eatrh. devebptnent. iee- 
ture$, and computer retrieval systemji a means of improving »ehiH4d 
and ^^choul people. They are al»o a new kind of federal-focal reiation- 
»htp. Edt»entially. the federal role \» to encourage diven»ity, not to lead 
the way. The Office of Educattim* in our view, t^houid not he neutral* 
which tmpHes passivity* but should pudh for growth In new directions, 
leaving the choice of direction up to the locab. Donald Sehon ha^ 
written: 

Government cannot play the role of •^experimenter for the 
nation/' seeking first to identify the correct solution, then 
to train society at large in its adaptation. The opportunity 
for learning is primarily in discovered systems at the 
periphery, not in the nexus of official policies at the center. 
OntralV role is to detect significant shifts at the periphery, 
to pay explicit attention to the emergence of ideas in good 
currency, and to tierive themes of policy by induction.''^ 

Tliis means that the Office of Education must live with the tension 
created by leaving the Superintendents' Network on its own- The 
Office has an enabling function, and it has to resist the pressure to take 
the local machinery apart to discover why it ticks* 

We cannot know if the Superintendents' Network will become 
"respectable" or who will make it so. Perhaps the AASA, the Chief 
State School Officers, or the Council of Great City Scho<ds will em- 
brace its philosophy. That sort of respectability wtiuld be a virtue, 
considering the bewildering pressures on sch<M>l superintendents, but 
we do not want the united front of respe<*tability to become an excuse 
for inacttem. 

The Superintendents* Network could create the climate for risk- 
takingt so that all districts in a state could adopt, for instance, a single 
position on compliance with court orders. School superintendents 
could never urge their boards to *'get out in front** nn desegregation* 
for example, but they could urge boards to pressure the state educa- 
tion agency to adopt a consistent attitude toward enforcement.® The 
Superintendents' Network might be the vehicle for weighing the ad- 
vantages of such a declaration of unity. At present, no such vehicle 
exists, and no unity either, because districts by their very structure 
ami charter act independently, and resist independently. Through the 
Superintendents' Network school superintendents and others could 
begin to understand the effects of non-compltance and resistance on 
school and community. 
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rtitii u teatit ot HuperititemienU in poi«^tli!e. and utittt something 
like the Superinlentlenls* Network rt*-eilueatesi its way thniugh the 
urban pubti<* !«i*tuH»i siv^^^teni!* of the c ountry, the stru(];gie for high 
quaiity in the put>tir •^chtKiin witt be a losing one. The i^sue in not ju^t 
the !^urvivai of !ii'h<M»| superintendents — even though the social leam« 
ing we urge includes the lesson that su|M»rintendents are currently 
being held responsible for events they <h> not control. 

\t intake is the i^urvival of public educatiim itself, because we 
cannot continue to heap demands — trften ccmtradictory tines — upiin 
public* sctuKtis without tearing theui apart, and we cannot continue to 
insist that the sc*hfH»is do what we as a people are apparently unwilling 
to tlo. Tl>e Superintendents* Network and PROJECT OPEN aresmalK 
tentative ^♦tep,* towani the healthy readjustment of *he entire s«K*iety* 

«Mir«af% IT. |r i^l. 

^ Hir f>Mritt «»! rMlttniliia rrt fntlv hivvii a *wprrinfrmii»jj tram of two, Barlmra 
St/^rtiori' amt Kerinrth Hanktrt-. St/e^nitrrr m Su|K*ririteitiit^nt dwi Hax^kini^ the 
Virr-Stipfnnti*niirfit onU bt*rau?^e, a>i *hr rxplamrd if» "Thr Boani ha<{t« km»w wh" 

Ka**ktn« art* (ipeTiitinft a* a f f am, ami onr «>l"f lirir fin»t tasks ». in Hai^kin^* wurtln, "to 
n^ttrn out fht* hirrart h>." 

^ T!te O^ikljutl \thle tic ha^eball t**am. itHnrr Charley Kinfey. anti e\-manager Dick 
VL'iilianK are ^mchI (if ttme*lK»UEt(it e\atn|ilrei of the imbtu**** and the media'^ 
foleranee for c onllu f . illtanw managed tw«Mlifferent team>* three ehampiimsbiim 
hetH-een IV67-7.^. tric ltKiingeim-ertttive worftl rhamifiimshilif in 1972 ami !973. The 
W m partlratar have heen embroiled in conflic t' player^phi^.er. manager*player. 
and i»H ner-|d4\er. i '.ond'wX lietween the niana^ser and the owner herameftuhlic* when 
WrtlianK n'^iieneil abruptly after the 191^ Wtdil Seriei*. The reaetiim t« ihe^e 
i'unO'n t^ Iw be»*n Interentin^i. The AV have ^ahl tn effec t. "Why diK-s h matter Ih»w 
He liet ali»ng«»tf the fieldf On the tlel*! we're profeitfBfonaU. and we're winning.'* The 
pnldit ami the media tfo not ^eeni able tti^ ai-refit thiif . A great deal ha^ been written 
alwuit the Oaklaml team** beha% tor. almost ait of it eritleai. The Imfdieit* and often 
e%|ili('tt. eritiet-ni i* that a "real" team 4iouid not and would not (i(|embh{e. erttieize, 
and finht in -uc h a manner. The mitdei^t eritirism <^me« owt something iike« "Well, I 
HUp{HM*e it'«' all rt^tt for them, but I f^nre w(m!dtt*t want my daughter to marr> one.** 
Apparently the Oakland fani* agree: thev- May away fr«>m the ball imrk iu drfweA. 
Vlth«»cigh the W win cm the field, whn h t«* the g€»a! in pnifenHkmaf baAetioIl, the 
public*, led b> the «iport*iwrlter>4, eamiot ai l ept the ielea that i'<mfli<*ti* are Inevitable 
and healtbv. ef%{iectaHy amimga f^table of highly eontpetitive. high-ntrung. well-paid 
atblettr ma< hi fien wh<»«ie pr<ife<«-»Mmat life «pan ii* nhi^rt. 

^ \ rep4»rt on vtotenre in the Calif«»niia public M*h(KiU hearts out om obHer^atton, 
Minimizing i»r preventing <*«mfli<*t if* the aim irf the repttrt 'h rec(»mmendation». a* thti« 
«iummar> fn>m Efturation IS A (December 10. 1073 > makeH etear: 
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K nrH- rt*|Hiti cm vr«»ipftc*e in <!:tttf»rtiu {mMM* iirh«>«»i^ nu|si(t^tt» limt 9iii»fleiiH. 
|»arrtit*». trac hfp* d\l ilii^agrt*** nti the fdu^en «»l nrhcKt! rtmntft ami VH»lf m-f . in its 
>car-lifnK •*(uiiv, "A Rrpitil im (ionnii t atul V ittleiirr in C'dlifomiaV Hi^lfc St hinil?*/* 
the !»tittf? «*durat{on lirpartment ft«m«i that '^ruileiif^ fiHifvr <*(mf1i<'t in <'atij»tHl l^y: 
yne^-en a|>|flii'ati<»n itfcitHi iiinne hv the i^ciiiHfl (^taff ami favoritism toward 'Student 
isovemmem diquet^/* <(tti( iking regulatii»ntt. unfair and auth«>Htartan adfninif)trati<»n 
|trac'tt(*ei«. ^(H»r rcinhHeiing !«ervi€'e*«> lark nf a }*tud(*nt rote in the de^ iHiim-making 
priK'f»«»^. trackinj^. i»ppre*»»«lve nrhcNfi (xdiriefiiHtiMpen^ion, rlothtn|:eode»» etf. J. ami 
di^criniinattoit againnt low-incfime ntadentn by a^^ei«Hing fee^ for participation In 
?«chfM>i activities. (>n the other hand. adminiHtrator^i* (^run^ehrfH ami teachern nu^- 
ge**te«i entirely differetit eauM*» for t^^ntlU't* im'tuding excc^iHive a<iminif«trative 
l»a|K*rH<»rk. |MH»r fm ititteit. teacher dtHintrreMti drug uhc, and home vaiucM. ParentH« 
however. offere<i ^titl a third net of rea^mH for confrontations, inchnhng cronded 
mJmhiU, !a\ MiiiKit dtHcipttne. irreievant curri<'uia, out^^iile agita!ivr«i» ami tHM>r com- 
muni^'aticiu hetneen M'hooN and police*. 



The ta<*k force pre^ente<i «>everai recomniemiation)^ for dealing with and 
tmnimiiiu^ m hcKii iioicuc e anti conflict. Active invifivement by ail participant^«• in 
the M heNil---adininiHtrator«k> comt«el<»r«. tcachef^. Mudent^. parentn and community 
lea*ier%-^iH a ^igniffcarit preventive measure for conflict, the refw^rt »ay«. Parent 
adv if^orv cotmctlf^ have l>een fitrmed in many communitiett an effective vehicles of 
participation, giving aj^^iHtanre ami ^up^Mrrt prevent conflict Iwfore i! erupts. <>»e 
of the mo?*i proniiiting practice** it* tiie growing us^e <»f grvnip counseling to "smmiI" 
troubled campuHCfi. it Ami it offern several idea» for retiucing vandaflt^nt: 
Htudent ioungem and "rap rcKtmi^*'' the planting of green areas and ctmMruction of 
outdiKir patiofi and other gathering area^, »iudent-dei«igned murals for hailwayn, and 
redecorath n iff rest nnim* under Mudent s<upervf#N>n. The uttidy found that inter- 
grciup cofifliet ran he minimized through more rt^mmunlraticm among Htudent^ of 
different ethnic origins* inservice teacher* training to deveiirp wennitivity to ethnic 
difference* and mfm»r»ty problems, and adoptii^n of a mutticutturai curriculum to 
include balanceti pre«entationf« of the hiHti»r> atid cuhureH of mim»niie9«. 

Claiifomia nchinA chief Wilf^cm Rile«i plani* to ef^tahliMh a "(lonflict Preventkm 
Reft«»urce Index/" a clearinghifUiie ftir matching dtf t rictf* with ifevelopmg i *r potential 
problem!* with communitie* which have e%|ierieni^ similar difficulties and have 
found way« ti> prevent a recurrence. "Conflict in the schfMrf* is a reflection of the 
ci»nflu*t{i in m»ciety, but that doen not encu^e the !ich<Kil<t {am their re!»pf»nfiibilitiet»/* 
Rile» !*ay». "SchcHit!* mu*t not functiim in way* which cimtrtimte to <'*»nflict!* in the 
count r>/* 
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The clitnent thifig toa ttati<r{ia{ plan i** the AASAV Retirement Plan, et»tat>lt»bed eight 
year* ago. It i» intended tc» {supplement i»<K*fal w*conty and irther retirement ptann. 
I'nder the plan, employer?* cimtrilmte by reducing actual empli^yee ^aiarv* t»r l>y 
diverting a salary increa^^e into the retirement fund. Retirement in UMually at 65. 
atth(fugh ijenefitf can i>egin at 55. The plan pnividen fi^r portability* "Participating 
member* wh<^ transfer from one emph>yer to another will take the total value of their 
annuity with them regardle** of h(»w long they have lieen emphiyetl. it in hupett that 
the new employer wi!f continue to make the r«mtributhm on yf»ur behalf* thus 
pertnittitig your retirement plan Uf remain intact/* 
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FIHITM»TE!!« (CoRt.^ 

* DdVMl K. ri4i«-n» ••SfM ial t\penmt*ht^ Htth SrhiHilf%: What ban Been LfamiNlr** 
CrntcT for Kitiirationat PnUrv Rt^^t* ar<*ii^(hf Rr<M»kin)^i« tnMlfufitm (J«ly. p. 
24. 

^ t>t»n4l(i A. Sc-hfHu Ht^Mmd tht^Stahte State \\cvf York: N «rtcm. New York^ 197lp. n. 

Till* Sii|ff ririff nde-nff*' Nt* tivc»rk \% i tittct* mrti widi dt* HrgregaCkm to the* e%tent that it 
in a ma)«>r K!*u«» hi imliln* enlu<*alii»n. i^uMir wtuMiU have been toict to rf« what the 
larger •*orfft\ irrrti!* tin^^tUing to umitrtakt*, ami puhiir eiiucation Jh being 
*orulini/:e<{ a^ riev€*r lM*f!rrt». Su|H«rtntentk»nf » ^trA the* heal* and that is often reflected 
m networking HeH»f4ic»nf*. Superintendents at a networking HexHton generally begin by 
talking diM>ut tht*ir imn survival. Graduatty they difu^iver then that not even hanging 
together prc-v entfi them from hanging ^rparately . Xew and better interaetiim with the 
rent «»f the wi»rid M»urHU fike a »frim(diMtir pretirriptiim for survival and pcmttive 
rhange, but it Wftrkti. The Superintendent?** Network in romtnitted to that preftcrip- 
tictn. 
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SOME REFORM ATTEMPTS 



The current interest in the training of educational adminisi^lralors 
date9 back to the late 1940*8 and early I950'h, when the Kellogg 
FfMindation underwrote ex{>hirator> studies and a large-stcale itn* 
provement program. This apnendix discusses a number of the larger or 
mure re(*ent efforts. The list is not inclusive. 

i. The t^even UnKeraily Coitsortium Project 

The best known of the reforms in training educational adminis- 
trators is the Seven University Project, now the Seven University 
Dmsortium Project. The program was set up by the Foid Foundation 
in 1968 to help prepare superintendents to cope with the emei^ing 
problems of urban school administration. Enough universities were 
interested in reforming their own training programs with Foundation 
money, and Ford ultimately funded programs in seven major univer- 
sittes, Inith public and private. 

This is how the Ci»nsortlum describes itself: 

The Consortium for Educational Leadership was in* 
corporated as a not-for-profit Corporation in the State of 
Illinois on May 24, 1973. Its membership includes seven 
major institutions of higher education in the United States: 
Atlanta University, the University of Chicago, Claremont 
Graduate Schooh Columbia University (Teachers CcrflegeK 
the University of Massachusetts^ the Ohio State Univer- 
sity« and the University of Pennsylvania. 

Financial support for the initial work of the Consor-- 
tium has been provided by a grant from the Ford Founda- 
tion« with the University of Chicago acting as fiscal agent. 

The purposes of the Consortium are: to train educa- 
tional leaders; to promote cooperation among the seven 
institutiims which train educational leaders; to assist in- 
stitutions which seek the services of qualified persons; and 
to conduct research related to leadership training and prac- 
tice. 

Within the context of these purposes* five priority areas have been 
identified by the Board of Directors: 

(1) Placement: Effective placement of students in intern* 
ships (when desired) and jobs from which leverage for 
creative change can occur. 

m 
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(2) Cadre-huildinfn: Gruwth of coUegiat relationti^hips 
amtmg ^tudents» tm the various eampus»ei(. as welt as 
with alumni now working in the field, to provide sup* 
pi>rt for {eader<« who are hringtng ah<»ut change and who 
need assistance* 

(3) Sharing Intellectual Resources and 

H) Diminishing Faculty Parochialism: Opening up the 
human and materiat resources of each campus to stu« 
dents and facuhy on the other campuses* in such ways 
that individual needs are satisfied and interaction en- 
hanced. 

iS) Problem H>rienteii Research: Fwusing of research ef- 
forts on the pc^titieal and training issues of the Consor- 
tium and upon the particular problems of leaders who 
are interested in the reform of public school systems* 

Each of the Consortium members actively recruits educators who 
are sensitive to the needs of the alienated, both metropolitan and rural* 
and gives them the skill and competencies to serve those groups. 

The office of the Consortium is located at 5801 South Kenwood 
Avenue, Chicago. Iliinots 60637 <3l2-667-8S85^K Dr. R. Bruce 
McPherson is Executive Secretary and Mr. Columbus Salley is Deputy 
Executive Secretary of the Consortium. 

2. The Natiomii Ed.D. Program for Edoeational Leaders 

The Ford Foundation has been indirectly involved with a con- 
troversial ^"externa! doctorate*^ program at Ftorida^s Nova University. 
The Foundation made a planning grant to enable this program to draw 
up a curriculum outline and a process evaluation of its program for 
school administrators. The Nova Program has come under attack, 
most recently in the November, 1973, Phi Delta Kappan^ as a ••di- 
ploma miir* or a "cheap" doctorate. Those interested in the con* 
troversy.are directed to Nova's response (in the February, 1974, issue 
of the same magazine) by Dr. Donald P. Mitchell, director of Nova*s 
National Ed.D. Program for Educational Leaders. 

That Ed.D. Program describes itself in this fashion: 
The Nova University National Ed*D. Program for Educa* 
tionat Leaders — a new program for improving leadership 
in the elementary and secondary schools of the United 
States IS designed to: 

* develop persons already in administrative roles in 

lis 
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the schools tt> assure that leadership improve- 
mt^nts attained by eatuiidafes are fett in the 
schools immeiiiateiy — and ni>t add ti> the over- 
supply of trained persons for jobs that probably 
wilt not eii^ist. 

* (iwus itn real-life situations and real job pn>blems 
by using the srh<M>ls as real laboratories — and not 
by pulling participants out tif the system lo spend 
time tm university campuses and then be rein- 
tniduced through artificial "interns^hips/* 

* make maximum use of the top talents of eiutstand- 
ing schcdars and practitioners drawn from the uni- 
versities and educational systems of the entire 
nation ~ and n*t presume that any single univer- 
sity or system in isolation is able to provide the 
level and diversity of talent needed. 

* provide a national point of view through systematic 
interaction with those from other areas and back- 
grounds to mitigate the provincialism now present 
in local school systems and local universities — 
and not to reinforce inbred attitudes. 

* work through a supportive mechanism — the clus- 
ter (both local and national) — where candidates 
aid one another in a professional manner — and 
not encourage competition in isolation for indi- 
vidual trophies* 

* operate a total program involving a stgnificani 
number of peers in both individual and group ef- 
forts — and not bits and pieces where each person 
alone shops around from university to university* 

* provide support and help to participants beyond 
the period of actual invi4vement in graduate work 
— and not communicate only for alumni funding 
events. 

* assure its financial continuance as a program by 
providing its essential elements through the tuition 
paid by its working candkiates — and not depend 
upon the whims and fancies of governmental or 
philanthropic groups* support for survival. 



ERIC 




110 The I rtian SrhcMii Su|»erintemlent of the Future 



• offer a unique natiiHiai labt>rati>r> for the researeh 
aiifl «{t*v**lf»|itiM'nt interetj* of the parlicipaJitH* local 
an<f ?*tate authoritir?^. foutuiatiori^ ami others in- 
terested ill the improvement of the schtn^Ist hy 
keeping the emphasis «m g^rowth and ehange 
throughcmt the system — and not by placing a 
research cachet im existing systems. 

• keep testing whether the program is fulfilling tt» 
purposes in the real wi>rid — and not assume that 
meeting standards in treatises based theories is 
the only road to credibility. 



ERIC 



Nova I'niversity attained its accredited status at the end of 
1971 from the Southern As^ioriation of Colleges and SchooU. The 
SiHithern As^o< iation had spent three years studying "non- 
traditional study pn^grani!*" and thus was receptive to externa! 
degree firoposals in December, 1971. The program was announced 
to the educatitm field in Januar> 1972. By June of 1972 eleven 
clusters were in operation. There were 31 at the end of 1973. 

Anumg the requirements for successful completion of the Nova 
Ed.D. Pn^gram are the following; each participant must demon- 
strate competency in each i>f eight substantive areas. Participants 
are helped to develop their competencies In these areas through 
all-day seminars with National Lecturers, specially prepared study 
guides, local cluster activities* and study group activities; they 
must also devote a great deal of time to independent study. 

The study areas are designed to provide participants an oppor- 
tunity to gain conceptual skills and substantive understanding that 
will assist them in providng leadership to schools and school sys- 
tems. The primary goat of improving the leadership of school ad- 
ministrators provides a rationale for content and pedagogy as- 
MK'iated with each study area. Similarly* all persons seeking 
graduate preparation who are interested in a career as a basic 
researcher or specialist in education technology* for example, will 
find other graduate programs more appropriate. 

Formal instruction in the program is provided by National 
Lecturers. Work in each study an a lasts three months and includes 
three all-day seminars with National Lecturers. The Senior Na- 
tional Lecturer in each study area is responsible for designing the 
area of study, identifying and monitoring the Associate Lecturers, 
and evaluating the participants. 
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Skhiy thr l*-<itirer>» firesettt muc*h sttlit^taritKe itti'cmtmtrim, the)- 
empha:*i/e <{t*\e[«>|>iHHt( t*t* jM*i>i|KHlt\i*!* tml urHttTt^raihliftg that he{|> 
tilt* <'tu!>it€T aiui pailiri|iaii{^ tnnyr altt^ad oti itirir owu. Iak uI vliMvrs 
aiKi incUvkiual paitu*i|iaiits havr ituu h oppc»itunity t«> i^hafir liieir (»wn 
teanttn^ e^xjrwiefU'eH in t*at*h Httuly arfa/IlM^ mfWnii lf*rtiirerH t»f f<K't 
wtthiti the <tudy area t* spwially reliant to tht* cluster; the> uj»e special 
cluster fiituU to itivotve tcK*ai experts in the instnultonat program; the>* 
tleveh^» <fr pim^hase s|»et*ia! materials t»r eijutfmient atwi tliey use one 
anotlier as a resinm es hy fc^nning task-oriented study gr<^p^- 

Participants are furmalty evaluated «m the basis of examina- 
tions, projects* or papers. The common characteristic of the evalua- 
tion proc»edure is that they emphasize analytic* inteipretative, and 
concepcual skills rather than information recall. Instruction and 
evaluatrcin procedures are increasingly proce8s-«»riented. When 
appropriate however, participants may test out of a given study area 
by working out a suitable evaluation procedure with the Senior 
National Lec*turer. 

A Fass-Nt> Pass System. Kach participant must pass all eight 
areas, in no more than two of the eight area», under all special 
circumstances, a participant may request an alternative evaluation 
from the Nova staff. In suc*h cases it is the participant's responsibil- 
ity to propose and justify the alternative procedure* and to complete 
it to the satisfaction of the Nova staff. 

The alternative evaluation procedure is not easier than a regu- 
lar exam: it must result in persuasive evidence of a partic ipant's 
competency in the study area. There is no stigma attached to 
success through an alternative examination. 



3* The Niitianai Program in Educatioiuil Leaderahip 

Mid-Career training is the approach taken by the National Pro- 
gram in Educational Leadership (NPELu which began in 1970, and is 
supported by the U.S. Office of Education. NPEL seeks to recruit into 
education those who have already been successful in other fields but 
nf»w want to work full time in education. Five universities* a commu* 
nity college, and the North Carolina State Department of Education 
are the participating instituf'ons: Ohio State University* Claremont 
Graduate SchooK City University of New York* the University of Texas 
at Austin* Northwestern University^ and Navajo Community College 
(Chinle* Arizona). Ohio State is the coordinating institution. 
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Ap(»r«i!Uitiatt«ty five I'MntiidateH artf ^^etecttHl annually at each in- 
Htfttitfcm tor a iH^H^year pn^gram. Sttiirnd Cup tu SI8«?50) banett un 
pant T^aiary and net^il. \PKL be{te%f that after tiv« yearn c»i ntudy. the 
FeU<iw}^ will lie atiie to cibtain meaningful pimittimii in edueation* 
though ncit neceiiHaniy superintendents. 

Acmniing u* (-reamer and Fdd. in a pamphlet '•Sime Innova* 
ti*m>* in the Training of Educational Leader*/' (The Ci^nference 
Boards New York. 1972. p. W). M'EL in not a degree-granting pro- 
grant* though it ii* univerHity-afrdtated* Beeaune the ntudent involved i» 
a mature profeHnionaU the eontent of the program for eaeh individual 
varirn depending cm hi* barkgruund and intere^tsi. He h a^^it^ted in 
tluH planning by the director in charge of the program at each center* 
All faciiitien of the f>ducational renter involved are available to the 
FellowH. However, they are encouraged to arrange interviews and 
tntfrnshiph at varioun edu<*ationai and c<immunity agencies and or- 
ganisations. Fellows meet to discuss their experiences and suggest 
pctssibie interviews with perstms who ran widen their knowledge of 
education and provide them with new perspectives. 

Because no degree is to be awarded, and because the Fellows will 
not have ^'gtme through the ranks** before entering the educational 
system* great effort is being made to obtain the support of various 
people within the system* to keep them informed of the process of 
NPEL« and to solicit their ideas on how to improve and strengthen it. 

4» The Edueatioti Professions E^veiopmefil Act 

Part F o( the Education Pnifesslons Development Act of 1967 
(EPDA> proviiles ft»r leadership training in the vocational education 
field. Eighteen univer?»ities have set up programs and qualiHed for 
federal funds. The stress has been tm diversity of studies* tnetuding 
Uberal arts training* and on internships. A typirat pri>gram is de- 
scribed below: 

The doctoral pnigram at RutgeiH is divided into four seg- 
ments: the Core. Selected Area Course work* the Intem- 
«ihip* and the Dissertation. 

TIte Core segment consists of six basic areas: vocational* 
technical education, educational foundations* psychology* 
sociology. ec€momics* and research methods. 
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$$ome Reform Altem|itM 



Its 



Mtt!«l Htuclent 1^ in citf* Rulgersi program attend on a part-time 
baf»i^4 but HFDA hV|{oH> are recfuireti to be futi*ttme Htti* 
dentfi*. Ffir the 1970-71 mhiNii year, 17 EPDA dtietoral 
eamfiilatPH were ehtinen. Aj* a nhi^le. h«»weven there are 
128 9ituilent?< in the Rutgern tliHiurat program. 

EPDA FelliiWH reeeive a Htipend of S3«500 per academie 
>earfma%imfimoi three yearsi>ptu!4 an aihmanceof S400f€ir 
eaeh dependent. Additional fitnciM are available for Num<^ 
nier ntudy. Eafh univernity in the program reeeiven $2,5(K) 
per year plun $600 for Mummer work for each ntudent. Thin 
anu^unt in reduced by any tuition chargen paid by the 
94iudetif. ((!reamer and KehK pp, -18^9) 

The !^iitioniil Level Internship Program 

Tlie l itiver^ity (Itfuncit em Kducaticmal Admtnt!ttratf(m {IUIEA> 
Apofmorn a National Level {nteroKhip Program, whit^h it thuH ile- 
scribes: 

The National Level Internship Program is currently accepting can* 
dtdateii for the 1974-75 academii* year, which will be the second 
year 4»f tiperatton for the program. The NLfP h HpfmsMired by a 
^pe€*fal project grant of the Division of Training Pntgrams* Bureau 
for Educaticm of the Handicapped, tnited States Office of Educa- 
ticm. 

The program ban several ol>jective». They are foliowfi: 

1. To achieve a national perjipective on educathm 

2, To acquire understandings of change strategien useii 
by natiimal agencies 

3* To parti<*ipate in change strategies and other functions 
performed within naticmal agencies 

4. T«> observe government and private agencies interact 
at the national level 

5. To assist individuals in clarifying their career goals in 
terms of a national perspective 

A theme underlying the entire National Level Internship Program is 
the integration of the Helds of general and special educatif »n. During 
the last four years* UCEA has become involved in a consortium of 
departments of general and special educatiim in universities across 
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tlir f -ftuniry . Tlie c otiM>rtlMfii U (Ies4i{iiit»<! to anKbt integrattim of the 
t%%<» Heht?* to ilif vWvni that df|»arttti*Mit?i ?i|WM'i4l f^ifiicathm rati 
learn more abcKit the fletci of a^hnittif^tratHm anil t{e«|iartmentH iff 
gem^ral nhtc-athm ran heeume aware iif the* prohiemM of the j^peelal 
e<hi<-at(»r* 

Clatultdate» for the National Level bitern^hip Progratn are drawn 
from ho,lh penrral and Hpm-lal t*t{u«'atH»n or relateil fif Idn. and are 
e\{if rtfMl to havf rom|df tf*d or tw nrar «*om|df thm of the <tiK'torate 
in the*f«r i^rra;^. In ordrr to farilttate fhr intc|(ratHpn mttion of under* 
King tlirrnt' of the* pro^cranu hiti'mn wht> are rerrtving thHr dm't*>* 
rateiii in i:eneral tuhiration admifU!ttratiim are offered the «pp«frtu- 
nU\ to he plac ed in agenrlpj* having a major re!ip<»n«ihtHty fur 
*.pf'('tal f-dticaitim. Intern?* wht> are rweiving d<H'ioratep^ in j*peetal 
edurathm may aUo lie ptaet*«i in organlzati<mjk which have a imire 
gent^ra! tfadt*r«hip orientalicm. .Special education agencien which 
have or dtv goin^ to participate in the program are the Bureau for 
the Kdueation of the Handicapped, the Ctmncil for Exceptional 
Cliitdren, the National A^MH tation of State Directorn of Special 
Kducation, and the Secretary*^ t:onimi»«ki<m tm Mental Retarda- 
tion* General ettuc ation agencie** that have or will participate in the 
program are the Ctmncil of Great CUty Sch<H>U, the XaltcYnal Innti* 
tute for Education; the American A»»iK*iattim of Sch«Hil Adminis- 
trators, the Ai^MK'iatton <if Chief State SchtHil (MTicer§» and the 
National Schind Puhllc Relation»i Aj*Hoclati«n. 

Intern?* are pr<»vii!ed the op{Hirtunity f«»r periodic (seminars that 
supplement their intern!*hip ex|ierience* These seminars help in- 
terns to acffuire learnings external t«> the agencit^s with which they 
are invcdved. as well as prtivide the interns theoppfirtunity to share 
experiences altmg the line of integration of gcMierat and s|>eeiai 
educatiiin administration. 

The evaluation of the program is lieing comlucted hy Dr. C. Brcn^k- 
lyn Derr of Harvard I niverslty, Dr. Derr has conceptuaiiseed an 
t^rgani/ational evaluatitm design which <*i«isists of hoih f«»rmatlve 
ami summative evaluatitm* Formative evaluattim isdefinwl asongo-* 
ing informati^m which is constantiv and peHftdically collected, 
analyzed and feil hack into the system in order to help develop and 
maintain c onsistency nr c ongruence of expe<*tati<ms hetween in- 
terns and their superv isors. This type of evaluation is often «iver- 
{iMiked within the normal evaiuaticm designs of many programs. 
Summative evaluation is defined as more long-term terminal types 
of evaluatitm and is mt»re typical tif the ctimmtm evaluation design. 
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6, Theft* art» al»o fie^eral fif untveniUy*ba9t«d pnigrame^: a ••univer* 
ulty mthmt ivalU" at Fairlt* iph Di<-km>^on ami Har%artr«( AdmmMra-* 
turn and ScK^ial Pi^Itrv Prtigramti tlft^erve f^fKH-tai meniHin. af^ dew*** 
Yale'H MNl-Cart^er Pn>gram in City Sv\hhA Mm'miMmUm. The latter 
l» a ime-yfar n(»n«ite{$rfH> pnigram for lietween 10 ami 20 liiglHlevel 
admints^traton^ wb«i rwf }ve leaven t>f ab^eni-e and up t» $15,000 <{eave 
pay and ntipt^nd c<>mbine«iK The Keilogg Foundation ha» provided a 
five-year grant with the enpeetatton thai Yale will provide from itM own 
funds4 a!i the grant deiTeaneM. Creamer and Feld denrrilie the program: 

Half of the pn^gram i** tailored to the needs of the Indivtduat 
fitucient xmns, university reM^ureeti. The other half (2 
<i»ur!*e%f 1^ a et>mmon program involving all ^tudentn. 
(lomnum (iouri^e I ih a cottfH|uium ~ extending over the 
year — in whieh ma|<»r problems in city tieh<Kd» are dis- 
eu»i^ed. Lec'turern from iimdt^ and outi^ide the university 
speak and readings are at^signeif. The lectures are mul- 
tidiseipnnar>. involving such fields as psyrhoh^gy. 
et'ont^mics, phiiotM^phy. soriol<^y« pt^Iitieat science^ ami 
law. Common C^Hirse 2 is an intensive seminar each 
semester consisting of all aspects of cme topic . . . 

For the indivl<lualized p<»rtion o| the program students take 
over available seminars at the university according to their 
particular interests. The candidates come into the program 
with some problems from their own schcNil system and 
these are Ik» worketl out during the time of study* In fhift 
c-onnection they meet to discuss Advanced Problems in 
Administratii^n. (Creamer and Feld. p. S7u 

Erwtn Mikhis, in **Tratning-in-Common for Educaticma). Public, 
and Business Administrators**. (tCEA Series on Administrator Prep- 
aration. Danville. Illinois. 1972. pp. 40^)^ discusses several joim 
pmgramft and makes special reference to Stanford l^nlversityV Joint 
Pnigram in Educational Administration, a venture involving the 
Graduate Sch(K>l of Business and the Sch<Md of Education. This^ pro- 
gram, and roughly similar Business-Public Administration Cfmtbina- 
tlonw at C«»me|| Tniver^ity and York University in Toronto, offer a ciire 
uf common courses. Mikkm also discussen. with reiterve, some man- 
agement programs that claim to l>e preparing people for careers in 
public and private organisations. He puts new programs at 
Camegie^Menon {1971>. Yale (1971 > and the MIT Sloan School of 
Management (197U in this category. 
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7^ 4 Program to Retrain Prltiel|ialii 

Thv i lartif'j^te* FiMitMfatMni iiHtlcrwriiiii^ a iwiKvrar {trogram fi»r 
the rc^tratttinft «H prim tpaU in VlaM?4arliii?*HtH. Tlir K<{ttcaftoital De- 
vHiipmrnt <!i>r|M»ratt«m fKlHIf of \e*wt«m to train *alHnti Mi 

prtm iiiaU rai h vrar with a S»3(»,(KH) ftraiit, while at the j^atite time 
iHiiictitiii; a i»aMM»f {luhlir 9^uptN»rt tt»r the |irc»gram. Dr. (Iharlen Browtt. 
the* |iri»jfc*t manager, ft*rU that thr prugratii van ilf» what the univer- 
i^itie?* have tailetl to do. "hV uneotw*tonahle that M'htwil?* of eduraticm 
va^i their graduates ailrift, hut they fh». IVrhap?* the M'htNif^i of e<iuea- 
tton aretrt eapahte of ineettti^ the iteeit?* of •(eh<Hit a<{tiiitit9«tratorH/' 
Brown hai* experien«*e and |»erji|KH*tive: he worketi at Ford on the 
i{e«4tgn of the Seven I'ntverMity Project atid then itirecteci the tnitiat 
dtteniti! at iht^ir eiH>|ieratH»n. 

Htnw u f**eU that |mm*»|»ai^ tieinf a |t«»Ml deal i»f helj>. althtmgh he 
^Itv'.mv-^ that the K!M; pn>jeet will not fell iirineitiaU htiw they ought tn 
|frre-tf.itt»ff|. e will iMily he Horking with |>rinrt|»alf* who want hel|>. 
Mr or ^Ur w ill Ui^rk *itit with tii* the iHreetion the program will take/* 
BroHO en\t<^ifm^th.it prim tpal** will want t«M*hart "adaptive" plan?* for 
the fotiitf. u* *^Uul\ and learn from the pa»»t. anel tf> eope with the 
eontradif tt"ri«* of lo'iog a puhlie and a private figure •*imultam*tmHty. 
'■Prinripal*^ ttvr hy eri^in managc-ntont/' Brown <th^erve<^. "They 
rarelv ha\»' the titne 9*r the per-^onnel tt» aHow them to |iM>k thntugh 
proldem«i al the larger picture, Smie ditn't have the Im lination. it% 
true, hut we want ti» help thoi^e who do/' iPer^mal interview. July. 



8. The Mttttontil Aeademy for Sehool E%eeutivefi 

The AASAV National Aeademy for Seh«M>| Kxe<*utivef»de?*eril>eH 

icnetf. in thi!^ fashion: 

The Aeademy o|>erate» upwards of fifty to ^ixty pntgramn of 
vary ing length eaeh year. Generally speaking, thene prc»graniH are 
directed hy a niendier of the N ASE staff: tth<Hit a third are direi ted 
i-jc h hy the N ASK eonf*ultant, WtUtam Curtw am! the VASE a**- 
H<K iate direi tc»r. Ktc hard Morr<w: of the remaining third* the pnn 
gram?' are alMuit ei{ualty diviiled antong the NASE director* brtiie 
Zey en. \ ASE Intern** who j*erve with Uf* on a one*year aMMignment* 
and a few "oui>*ide*' direetorf*, nurh an Korre>*t (^tnner. re<-ently 
retired eicet'utive **e»<'retary «»f AASA. 

The Academy (tpenetl the d^H»r*4 t>n it* finit nefoiionH in the fall of 
1%8, and nlnee that time the Aeademy han operale<! 1S2 progratttH 
for 4»4U partictpantH. 
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Of thoHe panicipantH* a little more than a quarter are s^hcH>l 
t(uperintendentH. Initialiy — in 1968 through 1970 — the percentage 
(>f partieipantfii whu were acting neh^Nit Huperintendent^^ hovered 
arc»und 40 per cent. Since we adtrpted a new« broader mailing list in 
1972, the percentage €if HUpertntendents has dropped to about 26 
per cent* and the percentage of other categories of administrators 
ha)^ increased. 

The Academy operaten three different kinds of workshops 
varying in length. The mmi common type of prt^ram offered by the 
Academy is its Seminar which lasts from Monday morning to Friday 
mnm. The cost of a seminar to a member of AASA is $225 for 
registration, materials and instruction* In addition* the Academy 
also offers role institutes for men and women new to thetr pi>sttions« 
skills institutes for administrators who seek to develop a specific 
sktIL and orientatitm institutes for administrators who wish a 
brt»adly sketched understanding of a major issue in education. Each 
of these institutes i» cme and a half or two and a half days in length* 
and the costs vary slightly from $100 tu $150 to AASA members. 
Again* that fee includes costs of registration* instruction and mate* 
rials. 

Beginning in early 1974* the Academy will als<» offer one*day 
prtvgrams designed t€» take very quick looks at emerging prol! t«s in 
educaticm. These ivill be substantially less in cost* although we 
cannot at this moment accurately indicate the exact level of tiie 
cost- 
Normally (*osts for attending the Academy program are paid by 
the administrator's own schcM^I district. There are instances where 
these costs have been absorbed through federal project funds* or in 
some cases, have been paid personally by the man himself. Nor<- 
mally* however* the district absorbs expenses. 
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SITUATION I 

BACKGROUND: A^.^vume chat you are the (superintendent of a 
»ch«><>l *y&iem and you have an ati^i^ifi^tant superintendent who b per* 
forming well in mont areas^ of hi^^ job, hu! his achievement in one area is 
bekiw standard. Assume that you and he in previous discussions have 
agreed up<m specific output goats, (e.g,. the interaction of new cur* 
ricutum units across the system, inservice teacher trainings etc.). 
Tht^e were discusseil carefully and plans were made to achieve these 
g4»als with agreement i>n the step*by*step process involved. About a 
nifpftth ago, ym met with your assistant and found that he was not 
attaining the goals. They were again discussed and revised slightly 
downward, and there was an agreement that they could be achieved. 
You now learn. thn»ugh an internal rep«»rting system, that the goals are 
being missed signitu'antly. You are now talking to the man and he has 
said lhat he has a variety of problems in achieving the goals* but there 
realty is no c*hange in his situation. He just docjun^t know why he is 
unable to get the results ami expresses real concern. You as the 
superintendent f system) must select a strategy to deal with the assist- 
ant superintendent (environment! regarding the successful perform- 
ance of a variety of functions (goal) and« while this process has been 
gmng <m« completitm of at least one of the tasks has become urgent. 

RESPONSES TO SITUATION I 

RESPONSE As Accrept the fact that it's a tough job and everybody 
hits rough spots. Try to give him sup|iort and reassurance and^ at the 
same time, show a willingness to explore other ways in which he might 
strive tc»ward goal achievement. 

RESPONSE B: Dig more deeply into the specific <*auses for difficul- 
lies. Try t» build joint understanding of what*s needed. Explore any 
aiidititmal alternatives that are uncovered. Strive for commitment 
toward improvement*. 

RESPONSE C: Point out to the man he shoUid continue to develop 
alternatives and necessary plans to move back into line with your 
jointly agreed-upon objectives and also make it clear that some kind of 
step will have to be taken if improvement doesn't begin to emerge. 
(That is4 depending upon the specific case, point MUt that he may be 
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tran**ferrei! to a les*!* 5*ens*ittve jub, or into an art*a where he has mure 
rhanc*e to develop before being a««signe<i aiidttfofiai re)(|>(m^ibfiity« or 
in an eictreme situattotu he might even be terminateci. 

REi^POKSE Dt l^^^e ytmr own ei^prrtenee ami any data available to 
piHnt out wavH in whii'h he might improve and achieve hin goat. 
ItluHtrate to htm i^ome of the advantages of new and better appnmehesi 
to the problems he fa€*es. Point out some of the possible benefits tc»him 
over the h»ng pull. 

i$ITUATION II 

BACKGROl^ND: The Board of Education in a small* primarily upper 
mid(iie-(*Ia.^s ronununity has derided to institute a prcrgram of com- 
munity usf u( sc*hcK>i facilities* It develops over tbr course of the year 
that several things happened. One is a severe cut in the budget 
ai{oc*atfons as a result of a clefeat of the bond i:;^ue* Secondly* there's 
quite a bit (»f •<(K*ial unrest in the community, with some violence 
breaking out. particularly some <if an interracial nature in a smalt 
downtf>wn area. Also, the initial efforts at this kind of program have not 
been well received by quite a few parents who at the moment are "up 
tight*^ ab<mt the violence* As the Principal of the largest scho<»l facility 
you have l>een asked to advise the Btianl (System) on the most appro- 
priate course of immediate actMHi for it to take with regani to the new 
program (goal) in this community (envircmment). 

RESPONSES TO SITUATION II 

RESPONSE A: I don't think it make^ much sense to push forward 
with this at this time. We are short of funds* there is unrest in the 
community, and some petrpte are expressing concern alntut a climate 
of violence. Rather than make a big issue about expanded use of school 
facilities we probably sh(»uld face realities and let it lie for a while* If 
and when funds are made available we may want to reopen the issue 
and push for the adoption ii( our plan. 

RESPONSE Bs If we let pec^ple in the community dictate when and 
what programs to develop, pretty sinm we won*t be able to initiate 
anything. 1 recognia^e that there is some public unrest and that we are 
faced vi iih tinanctat problems. However, moving ahead with the pnn 
gram will in fact provide us with an oppfirtunity to build better under** 
standing with the community and the interrelaticmships l>etween them 
and ourselves. 
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RESPONSE Ct As n»ual we are forgetting to think about the kids 
them^elvf^ and their parents. Why not work with them in trying tn 
^>tve thi$ probiem? We might attempt to problem-^olve with them 
sAnmt the lack (»f (umi^ an({ the causes and realities of community 
unrest. My own suspieicm is that a useful program could be developed 
out of this. Let*s not rigidly stick to what we are proposing to d*»» nor 
give the impression that we are giving up on a mutually advantagec us 
proposition. 

RESPONSE D: Under ncirmal circumstances I think your pnigram 
proposal is the right one, but there are more critical efforts needed now 
u% resolve some of the conflicts in the community. We literally do not 
have the m(»ney to provide the kind of bus service or back-up funds for 
community activities, €ir for tours and trips* I simply suggest that we 
not create a big flap over an issue that is probably going to blow over in 
a week or so anyway. I doni see much point in attempting to engage 
with the community or the kids and risk escalating the already touchy 
Htfuatifm that exists. 

SITUATION Hi 

BACKGROUKDs A study group comprised of parents, elementary 
school student representatives, teachers and university personnel 
(system), has been assigned responsibility for developing a program 
called ^'Getting to Know Your Community" (goal) for implementation 9 
months from now. The program b to be designed for youngsters 
between 9 and 1 1 years of age, although it might be used with older or 
younger students later on (environment). One member of the groups 
suggests that **getttng to know your community** means moving out 
into the town or city and learning more about its libraries, its public 
institutions, its roads, buildings, etc. Someone else points out that the 
program might also be used to learn somethti^ about geografrfiy and 
economics. In attempting to structure the program, group members 
begin to express how they feel about the group of children who might 
be involved. As the chairman of the group, which strategy do you think 
the new program should reflect in its approach to the students? 



RESPONSES TO SITUATION III 

RESIH>NSE At Children of this age don*t have very much informa'* 
tion about the community on any otiganized basis. I think we should 
carefully set up specific expectations and goals and then develop 
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l>ri>je<*t»i designetl lo fiU in the gap» that are likely to exist in the group 
and at the name time let them build upon what they already know. 

RESPONSE Bt Today** kids* know an awful lot. They watch televi- 
»ion, they're out in the ef»mmuntty all the time. I think we ought to let 
them specify what they're interes^tfd in and then work with them to 
arrange projects including tour« and vis^itsi to fit in with their interests, 

RESPONSE C: Vm a little uneasy atniut having this group settle the 
major aspects of the program and the design of what should be done. It 
seems to me that ait of us have lived in the community for a while and 
that each of us has had unique experiences and knowledge which 
could be U!«et! in the situattcm. For instance, we might want to suggest 
that the group g'> somewhere that it has never been aware of or 
encountered^ I think all of us should try to take part in determining a 
variety of wayn on how this program might be organised and de^ 
veloped* Si^me of these ideas could then be presented to the students 
themselves i^u that they can re^pcmd and work with us to develop a 
program that represents a truly jiunt effort. 

RESPONSE D: I think weVe making tiw much out of this program. I 
don*t think wc can expect the students to be enthusiastic about a 
ptogram that may seem irrelevant to them. If you think back on your 
own lives* you probably remember how most of us had to really learn 
from experience and then pretty much decide on how we are going to 
tune in or out of the community. 



SITUATION IV 



BACKGROUNI): A white secondary schinil principal has recently 
been transferred from a predi>minantly Anglo schcMil to a predomi* 
nantly black schcK>t. Although the teaching staff is still largely Anglo« 
the priiporthm of black teachers has been increasing. Early in his 
career at the schtiol. the principal has rwelved a numbet of subtle, and 
some nut so subtle, signals regarding concerns of his teaching staff 
about his resp<mses t€i the black students* One of the An^o teachers 
confronted him with: •^You'll have to lower your expectations here: 
this is not the same as a white school." 



RESPONSES TO SITUATION IV 




RESPONSE At There are standards to be met. If we need remedial 
sessions for students, we*ll have them. If special sessions are needed 
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to help the »tatY better to cope with any particular problems, we^U 
arrange for them. I think we have an obligation to attain standards 
established for the schctol system. 

RESPONSE B: Before taking any specifte action* Vd like to get more 
information about student performance, standards that we've been 
applying, teacher expeirtations, and where there seem to be problems. 
Then we can consider remedial programs and the whole question of 
appropriate standards. 

RESPONSE Ci The school seems to have been running well so Vm 
not inclined to change what all of you have been doing. 

RESPONSE Dt 1 want to get more information about student 
performance and teacher expectations. If the staiT thinks that the 
students need t» be judged according to somewhat lower standards, I 
can accept that — given the disadvantaged environnent from which so 
many of our students have come. 

SITUATION V 

BACKGROUNDt You are the school superintendent (system) in a 
major metropolitan city (environment). In similar size communities 
throughout the nation, there have been numerous instances of political 
pressures* court actions and/or demonstrations to bring about changes 
in treatment for members of minority groups (goal). For a variety of 
reasons, some of which are not clear to you. there has been very little 
action of this sort aimed at your school system. Part of the reason may 
be that both the city, and you in your school system, have built truly 
professicmal and competent staffs which have good reputatbns* How** 
ever, there may be some factors relatively unique to your local minor* 
ity groups which you are aware of. 

Keeping in mind both the national trend and your system's experience, 
you would: 

RESPONSES TO SITUATION V 

RESPONSE At Do nothing at this time regarding your personnel 
policies and practices. 

RESPONSE Bt Keep alert tf » any signs of a similar pattern beginning 
in your city to respond to any incidents before they develop into a 
large4 issue. 
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RESPONSE Ct Quieriy Initiate an internal study, using only your 
own immediate staffs t«> review y«>ur p<i!icles and proeedures with 
sipectftc attention lietng given to reeomniendattons l«>r changing 
pcilieies »n as tu avoid issues which have raised prubtems elsewhere. 

RESPO!^SE D: Contact key and knowledgeable community rep* 
resentatives, including those from minority group organizations, to 
discuss whether a joint citizens and departmental audit and review of 
personnel policies and practices Wi»utd be desirable. 
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APPENDIX C: t25 
THE DESIGN AND INFORMATION €ENTER 
OF PROJECT OPEN 



The Deiiign and Information Center (DAICj of PROJECT OPEN pro- 
vMef^ee-rtain kiml^ nf s^trategir information, and ways of securing nueh 
information^ to PROJECT OPEN networks, espwially during the 
initial stage of eaeh network^ development* Unlike other information 
centers, this ctne is not a collection of soiuttons to be matche<j with the 
perceived prohtents of educators. It is n«)t an ERIC-itke reposittiry* of 
reports tif research and other experience related to education. Rather, 
it is inftirmation — both subjective and objective — coming from the 
"action research*' of each specific network and for strategic use in the 
action training of a network* 

Tlie kfnd*i f>f facts dealt with by the DAIC may be technical (e.g., 
dem«igraphic data on an ethnic minority but are more likely to reveal 
the point*^ of ^sensitivity between two systems in interrction, the points 
of resistance, the points of immediate and future action. For network 
participants who share a common nde (principals of newly integrated 
schtHils, for example^ the DAIC might well supply data — including 
individual and group perceptions — on unifying the group, identifying 
pi»ssib|e courses of action^ conHrmtng and legitimizing felt needs, and 
increasing the willingness to take risks* Very particularly, the informa- 
titm system seeks tc» facilitate the examination of programmatic and 
behavioral alternatives. 

DAIC informaticm is viewed and used as an e.«ergiztng force in the 
networks to strengthen the participant systems* pi>wer and courage to 
act.* 

The DAIC dt>es not disparage or underestimate the usefulness of the 
usual hard research data. Its posture however, is that there is an 
overload of such information on many pedagogical issues (e.g.« the 
report of a successful deimmstratiim elsewhere^nd that to attempt to 
use it at points of potential conflict will divert attention from the larger 
issue: designing strategies of interaction among systems which are 
mtrmally closed tt> each other but which, nevertheless, depend upon 
each other. 

*Thp rcmrefit uf mfarinatH»tt an energy ran lie rtdrifiH by eKsmlnatkm of "Wefght 
Watrhen*" ami " Aliiihwlirii AnoRymnUfi/* In each r>f thtnie MUccf-HAful "networks" it Is 
informatMrn* fitraregirally eii<*hanged. which prtividen the energy needed by the par* 
ticipanu to prevail. A more powerful enample h the immense* unriintrattahle energy of 
rising expeetationfl* whieh ha« Hn souree in the ioAfant exchange* by TV and other 
media, of inforniati^rn abtmt how the other half (h»lh halves^ Ilve»» and what everyone, 
everywhere i» getting aw^iy with. 
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The word "design" is included In the name of the Center because it f» 
through pr«>bints into the initiatin}: system and its* immetiiate envirt»n- 
ment and ccm*tituencie« that the Netw«»rk get!* started. The first step 
may be a tenative survey, by «|uestionnaire or interview, to reveal 
points i»f concern, sensitivity, and resistance. It may. for safety's sake, 
deal at first with a fictitious case study ut a distant analogiwis situation 
rather than with the real system or systems. The surveys may probe at 
first only within the protecting iMiundaries »»f systems which are 
homogeneous by virtue of the identity of role of all Network partici- 
pants. Later, the surveys will pn>l»e other systems that interface with 
the original system and are in some degree in conflict with it. This is 
the "heter«»geneous*' mmle. 

Thus, ihe design and information system of PROJECT OPEN prtt- 
vides data of special kinds to facilitate and accelerate the Networking 
prm-esi*. i.e.. the priK-ess by which systems learn how to learn continu- 
ously abmtt themselves and alMMit the systems and constituencies 
which impinge upon them. The goal for ail its readjustment: self- 
knowledge ami self-evolution, rather than self-defense and confronta- 
tiim. A system — a pers»m. an institution, a gtivemment <— is 
nourished, energized, only outside itself. 

Tile Design and Information Center Is not meant to serve the Networks 
of PROJECT OPEN throughout the entire course of each Network's 
existence. It will help to initiate a network, help It to achieve its own 
desig.» <strategies>: thereafter each netwf>rk is expected to do its own 
probing in response to its t»wn needs for information and interaction. 

The DAIC is at present operatetl by Educational Systems and Designs, 
Inc.. in Westport. Connecticut, under subcontract to grants made by 
the U.S. Office of Education. It has done surveys and other probing 
related tt» s|>ecific networks, by questionnaire and by interview, with 
some »>f the tatter presented on film. Much of the accumulated infor- 
mation is (Mitentially useful to other networks- Inquiries are invited. 
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Rii*hanUcm, KlUnt. "R«^|Mm«»tliltitv atul R*Hi|H»tt*U*»ncj*^: A RqMfft on thcHE^ P«»tiMi- 
tia! U'f titr Si*\t*fttlf«." Januarys 1973. (rrfirtHturrcir 

R«»lft*T*. iMiiil. //^' l.ninissfi^n Sfrfft: t^aliura and Htimtii(rar\ m fAr J'ofA CV/* 
St*hiMi S\st**m. Nhw Y»>fk. Ramltmi H«»Uf4f* 1968. 

SaraMin. S<»|iiii«ir B. TAr fMltttrt* of thf" SrhttJ nmt thr tnMem of ^'han^e. B<*Hi«int 
Ally 5 ami Bac on, 1971. 



ERIC 




Su{|i%4n. Nril \ . V.«< thr Tim*'. Bt<M»tttm|tt<iti. lM<l.r Intfiana l'ni%cp»tty Vrr^n. IV6M. 
Winner, V»rt>frt.C;i /«*rtti //# *. 2nilf,|. CatiikNfMr. \ta^%4t< tiui^HU: MIT Prr*.H. IV6I. 
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